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JVBL Mission Statement   
 
The mission of the JVBL is to promote ethical and moral leadership and behavior by 
serving as a forum for ideas and the sharing of “best practices.”  It serves as a resource 
for business and institutional leaders, educators, and students concerned about values-
based leadership. The JVBL defines values-based leadership to include topics involving 
ethics in leadership, moral considerations in business decision-making, stewardship of 
our natural environment, and spirituality as a source of motivation. The JVBL strives to 
publish articles that are intellectually rigorous yet of practical use to leaders, teachers, 
and entrepreneurs. In this way, the JVBL serves as a high quality, international journal 
focused on converging the practical, theoretical, and applicable ideas and experiences of 
scholars and practitioners. The JVBL provides leaders with a tool of ongoing self-critique 
and development, teachers with a resource of pedagogical support in instructing values-
based leadership to their students, and entrepreneurs with examples of conscientious 
decision-making to be emulated within their own business environs. 
 
Submission Guidelines for the JVBL  
 
The JVBL invites you to submit manuscripts for review and possible publication. The JVBL 
is dedicated to supporting people who seek to create more ethically- and socially-
responsive organizations through leadership and education. The Journal publishes 
articles that provide knowledge that is intellectually well-developed and useful in 
practice. The JVBL is a peer-reviewed journal available in both electronic and print fora 
(fully digital with print-on-demand options). The readership includes business leaders, 
government representatives, academics, and students interested in the study and 
analysis of critical issues affecting the practice of values-based leadership. The JVBL is 
dedicated to publishing articles related to: 
         
1. Leading with integrity, credibility, and morality;  
2. Creating ethical, values-based organizations;  
3. Balancing the concerns of stakeholders, consumers, labor and management, and 
the environment; and 
4. Teaching students how to understand their personal core values and how such 
values impact organizational performance. 
 
In addition to articles that bridge theory and practice, the JVBL is interested in book 
reviews, case studies, personal experience articles, and pedagogical papers.  If you have 
a manuscript idea that addresses facets of principled or values-based leadership, but 
you are uncertain as to its propriety to the mission of the JVBL, please contact its editor.  
While manuscript length is not a major consideration in electronic publication, we 
encourage contributions of less than 20 pages of double-spaced narrative. As the JVBL is 
in electronic format, we especially encourage the submission of manuscripts which 
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utilize visual text. Manuscripts will be acknowledged immediately upon receipt. All efforts 
will be made to complete the review process within 4-6 weeks. 
 
By submitting a paper for review for possible publication in the JVBL, the author(s) 
acknowledge that the work has not been offered to any other publication and 
additionally warrant that the work is original and does not infringe upon another’s 
copyright. If the submitted work is accepted for publication and copyright infringement 
and/or plagiarism is successfully alleged with respect to that particular work, the 
submitting author agrees to hold the JVBL harmless and indemnified against any 
resulting claims associated therewith and further commits to undertaking all appropriate 
corrective actions necessary to remedy this substantiated claim(s) of infringement/ 
plagiarism. 
 
All submissions, including appendices, should be transmitted as a Word.doc attachment 
to either elizabeth.gingerich@valpo.edu (preferred) or jvbl@valpo.edu. The submitting 
author shall provide contact information and indicate whether there are co-authors to be 
listed (specifying which one will be the primary contact).  
 
All material accepted for publication shall become the property of the JVBL.   
 
Review Process 
 
The JVBL seeks work that is clearly written and relevant to the Journal’s central theme, 
yet imbued with analytical and intellectual excellence. In this respect, the editorial review 
board shall consist of both leading scholars and respected high-level business leaders.  
All manuscripts undergo a two-stage review process: 
 
1) The editor and/or his or her representative will conduct a cursory review to determine 
if the manuscript is appropriate for inclusion in the JVBL by examining the relevance 
of the topic and its appeal to the Journal’s target readership. The editor may: a) reject 
the manuscript outright, b) request submission of a revised manuscript which will 
then be subject to a comprehensive in-house review, or c) forward the manuscript for 
review pursuant to the provisions of the following paragraph. 
  
2) The editor will submit the manuscript to three reviewers consisting of at least one 
scholar and one practitioner. The third reviewer shall be chosen at the editor’s 
discretion, depending upon the nature of the transcript. Once reviews are returned, 
the editor may: a) accept the manuscript without modification; b) accept the 
document with specific changes noted; c) offer the author(s) the opportunity to revise 
and resubmit the manuscript in response to the reviewers’ and editors’ comments 
and notations; or d) reject the manuscript. To be considered publishable, the 
manuscript must be accepted by at least one of each type of reviewer. 
 
Privacy Notice 
 
The material contained in this Journal is protected by copyright and may be replicated 
only in a manner that is consistent with JVBL’s mission, goals, and activities. Commercial 
replication is strictly prohibited. Prohibited uses include, but are not limited to, the 
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copying, renting, leasing, selling, distributing, transmitting, or transfer of all or any 
portions of the material, or use for any other commercial and/or solicitation purposes of 
any type, or in connection with any action taken that violates the JVBL’s copyright. The 
material is not to be used for mass communications without express written consent, but 
may be downloaded for purposes of individual member use and communication.  All 
other uses are prohibited without prior written authorization from the JVBL. For any 
information concerning the appropriate use of the material, please contact JVBL editor 
Elizabeth Gingerich at 1.219.464.5044 or via email at elizabeth.gingerich@valpo.edu.  
 
Postal Information 
 
The Journal of Values-Based Leadership is published on-line biannually in Winter/Spring 
and Summer/Fall by the Valparaiso University Press, c/o College of Business, Valparaiso 
University, 1909 Chapel Drive, Valparaiso, Indiana 46383. All hard copies of issues 
published after July 1, 2014, will be available on a pay-to-publish basis only. Archived, 
hard copy issues are still available in limited quantities. If the latter is desired, please 
remit the sum of $10.00 per copy to the Valparaiso University College of Business – 
JVBL, and indicate which issue and the quantity of copies desired together with your 
current mailing address and telephone number. Please visit the Journal (all issues are 
digitally archived) at http://scholar.valpo.edu/jvbl/ for additional information. To report a 
change of address, contact the Valparaiso University College of Business, 1909 Chapel 
Drive, Room 207, Valparaiso University, Valparaiso, Indiana 46383, (telephone): 
1.219.464.5044 or e-mail elizabeth.gingerich@valpo.edu.  
 
Article Reprint Permission 
 
No article may be republished in whole or in part without the written permission of the 
publisher. Send requests to reprint in writing to Editor Elizabeth Gingerich at 1909 
Chapel Drive, Room 207, Valparaiso, Indiana 46383, elizabeth.gingerich@valpo.edu, 
1.219.464.5044, fax: 1.219.464.5789.  Please remember that existing artwork or 
images that you may want to include in a new work may be protected under copyright 
law. The unauthorized incorporation of such material into your new work could be a 
violation of the rights of the copyright owner. Please be sure to obtain any permission 
required from the copyright owner. 
 
Disclaimer 
 
The content of all articles, reports, case studies, book reviews, and surveys contained 
herein reflect the views of its individual authors, submitters, and/or interviewees and, 
unless expressly so indicated in the text, do not necessarily represent the position of the 
Valparaiso University College of Business.  
 
 
 
 
 
  
VOLUME X • ISSUE I • WINTER/SPRING 2017  
 
 
 
 
 
 
 
8 
L
E
A
D
E
R
S
H
IP
  
 
Guest Editorial 
 
10.  THE LEADERSHIP LEGACY OF HILLARY RODHAM CLINTON                                                            
Emilio Iodice — Rome, Italy 
Articles 
 
16.  CULTIVATING EMPATHY: NEW PERSPECTIVES ON EDUCATING BUSINESS LEADERS 
Svetlana Holt— Burbank, CA, US; Joan Marques — Burbank, CA, US; Jianli Hu — Burbank, CA, US; 
Adam Wood — Burbank, CA, US 
Beyond rules, procedures, and manuals lie relationships. Jettisoning a formal hierarchical 
company structure allows all levels of management and employees to positively interact – this is 
where the key driver of “empathy” is so critical to continue building these relationships and 
molding a common organizational purpose.  
 
44.  HUMAN RESOURCE PROFESSIONALS AS STRATEGIC LEADERS — A BEHAVIORAL OPPORTUNITY 
FOR IMPROVING INFORMATION MANAGEMENT  
Cam Caldwell — Alexandria, LA, US; Ken Kalala Ndalamba — Luanda, Angola 
Human Resource Management is an often overlooked and underutilized strategic tool that has 
the potential to shape organizational objectives. Authors Caldwell and Ndalamba attempt to 
identify when, where, and in what fashion HR sources can be more fully utilized to coordinate and 
fully develop an entity’s interlinking structure to achieve a successful, common purpose. 
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Developing countries appear to many on the outside to be besieged by pervasive and endemic 
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of power and influence to more effectively connect theory to practice and effect fundamental 
change. 
 
69. THE COURAGE TO LEAD: THE LEADERSHIP LEGACIES OF AMERICAN PRESIDENTS JOHN 
FITZGERALD KENNEDY AND THEODORE ROOSEVELT 
Emilio Iodice — Rome, Italy 
Prolific writer Iodice chronicles the legacies of former American presidents John F. Kennedy and 
Theodore Roosevelt whose accomplishments, both domestic and international, shaped 
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commerce — to the preservation of lands for environmental purposes and public enjoyment, to the 
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EIGHTFOLD PATH 
Joan Marques — Burbank, CA, US 
Marques reviews contemporary leaders in business, human rights advocacy, and social 
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careers in a sustainable and morally responsible manner within the context of the ancient “Noble 
Eightfold Path,”— a core Buddhist philosophy. Applied to a secular world, Marques further 
identifies, explains, and applies the eight elements of the Path as a model for modern-day 
leadership. 
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_________________________ 
          Guest Editorial                                              
_________________________ 
 
The Leadership Legacy of Hillary Rodham Clinton 
                                             by 
                                                              Emilio Iodice1 
 
One of the most turbulent elections in American history is 
over. Despite her loss, Hillary Clinton demonstrated 
remarkable leadership skills. She exhibited courage, 
conviction, and determination that are permanent examples 
for us to follow. She conducted a vigorous campaign that will 
be remembered as one of the most difficult and challenging in 
history. She lost by less than 40 electoral votes but exceeded 
her opponent in the popular vote by nearly 3,000,000.2  
 
Historians will look at the election of 2016 and examine what 
happened, especially in the Clinton campaign, which fell short 
of its goal, but was extraordinary in terms of depth and 
breadth. Some will say she cleverly played the gender card. It is true that part of her 
mission was to break the glass ceiling 
that blocked women from rising to our 
highest office. But it was more than 
that.  
 
Others will claim it was her amazing 
political networking that won her the 
nomination and gave impetus to her 
campaign. And others will insist it was 
her talent in raising more money than 
Donald Trump. Finally, many will assert 
that the fame and popularity of her 
husband and the support of a sitting 
President helped her achieve a near 
                                                 
1 Emilio Iodice is an American Diplomat, Writer, Educator, and Presidential Historian; Author of “A Kid from 
Philadelphia, Mario Lanza: The Voice of the Poets,” “Profiles in Leadership from Caesar to Modern Times,” “Sisters,” 
“Future Shock 2.0, The Dragon Brief 2020,” “Reflections, Stories of Love, Leadership, Courage and Passion,” and most 
recently 2016, “Selecting the President, the Most Important Decision You will ever Make.” 
2 As of December 22, 2016 (http://www.cnn.com/2016/12/21/politics/donald-trump-hillary-clinton-popular-vote-final-
count/).  
Courtesy, US Department of 
State 
Courtesy, Politico 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
11 
L
E
A
D
E
R
S
H
IP
 
victory. These are contributing factors but they do not explain enough about the person 
and her leadership abilities.                                                                       
 
Instead, Hillary Rodham Clinton gained the 
nomination of the Democratic Party and 
fought the good fight in the campaign with the 
help of many. But in the end, her endeavor 
was a powerful personal one because of who 
“she” is.  She articulated a vision accepted by 
millions of Americans. She revealed, time and 
again, strength and resiliency in the face of 
what became insurmountable challenges.  
           
She lost against Barack Obama in 2008 after 
a bitter primary battle. That did not stop her. 
She did not retire from politics. Clinton joined 
the new Administration and showed loyalty to 
the man who stole from her the dream she long sought: The Presidency.  
            
Hillary Clinton testified before the House 
Select Committee on Benghazi. As 
Secretary of State, she dealt with 
enormous global problems. History will 
judge her tenure, but it is obvious that she 
faced each situation with resolution and 
toughness. The Benghazi affair is a case in 
point. She ultimately took responsibility for 
the death of our Ambassador in Libya. She 
did not blame anyone else. She admitted 
errors were made and maintained her self-
control and self-discipline through a fire 
storm of Congressional investigations of 
the tragedy.  
 
Now, she was defeated by the most unconventional candidate for the White House in 
U.S. history. Donald Trump was a formidable foe who campaigned against the political 
establishment represented by Hillary Clinton. He promised to change a system that 
millions felt was unfair and corrupt. He used fear and divisiveness to articulate his 
dream for a new America. In the end, the voters accepted his proposals. This did not 
diminish the view offered by Clinton and her Party.  
 
The campaign was a tribute to her steadfastness and her experience as a Senator and 
Secretary of State — plus eight years as an active and vigorous First Lady — and to her 
notable leadership skills: 
                                                                              
1. Never Give Up: The one word that characterized Hillary Clinton as a leader, as a 
person, and as a human being was “resiliency.” Even her most ardent foes 
acknowledged this overriding quality. This demanded self-awareness and strong 
Courtesy, Christian News Today 
Courtesy, New York Times 
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emotional intelligence which is at the center of resiliency. She faced notorious personal 
and political obstacles throughout her life. In each instance, she had to make hard 
choices. She stood by her husband despite his infidelity and was at his side during his 
impeachment trial.  Her motives were questioned. Even so, in the process of navigating 
through the perilous waters of personal pain and embarrassment, she never gave up her 
pride and self-respect. She stayed composed and focused. She urged the people to 
concentrate on Bill Clinton’s achievements and not his 
weaknesses. Along this journey, she may have made 
mistakes, but it is clear that she learned that dedication 
and loyalty are essential qualities of a leader. 
 
2. Preparation: No one can deny her preparation for the job 
of Commander-in-Chief. She studied the law and was a 
successful attorney in both the private and public sectors. 
She was First Lady of Arkansas and helped her husband 
reach the White House. Instead of resting on her laurels, 
she ventured into the political arena that gave her the 
depth and breadth of knowledge she needed to govern the 
country. She matched this with an ability to communicate 
well, a constant love of learning, and making assessments 
based on facts which are key to informed and enlightened 
leadership.  
 
3. Courage: The best way to overcome fear is to have the courage to accept the outcome 
and move forward. It is equally brave to be able to acknowledge the facts and alter 
direction. Clinton displayed bravery in making decisions and staying her course, but she 
was not afraid to change when she discovered that traditional thinking was wrong. She 
showed she could be the captain of the ship and sail through storms to reach her port of 
call. She faced defeat with dignity, decency, and compassion and expressed gratitude to 
those who believed in her.                                       
 
4. Collaboration: Hillary Clinton was a consummate politician. She understood the 
political process in Washington. As a Senator, she presented a willingness and a talent 
to work with the opposition. She 
promised to bring this style into the 
Oval Office and seek a bipartisan 
approach to dealing with our 
nation’s problems. 
  
5. Stay Focused on the Message: 
Negative attacks against her 
during the campaign demonstrated 
her uncanny ability to stay focused 
on the key elements of her 
proposition to the people. Clinton 
laid out a plan for the future of 
Time, September 14, 1992 
Courtesy, ABC News 
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America. She constantly returned to the fundamentals in spite of an onslaught of 
personal criticism and falsehoods. Her body language, composure, and method of 
handling herself reflected self confidence in her message and in her capacity to assume 
the highest office in the land.           
 
The day after her defeat for the Presidency, Hillary Clinton gave a concession speech 
that was filled with hope and grace. She paid homage to those who fought for her and 
looked up to her as a model and visionary.  Here is some of what she said:3 
 
 I have… spent my entire adult life fighting for what I believe in. I’ve had successes 
and I’ve had setbacks, sometimes really painful ones. Many of you are at the 
beginning of your professional, public, and political careers. You will have 
successes and setbacks, too. This loss hurts, but please never stop believing that 
fighting for what’s right is worth it. It is, it is worth it. 
 And to all the little girls who are watching this, never doubt that you are valuable 
and powerful and deserving of every chance and opportunity in the world to 
pursue and achieve your own dreams. 
 The American dream is big enough for everyone — for people of all races, 
religions, for men and women, for immigrants, for LGBT people, and people with 
disabilities — for everyone. 
                                                 
3 Lanquist, Lindsey (Nov. 2016). 9 Quotes from Hillary Clinton’s Concession Speech That We All Needed to Hear. Culture.  
 
Image, CNN.com 
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 Americans have made their choice. Now is the moment where unity is needed at 
all levels to help our new President and our new government tackle the great 
domestic and international issues that will determine the fate of our country and 
humanity. 
 We have seen that our nation is more deeply divided than we thought. 
But I still believe in America and I always will. And if you do, then we must accept 
this result and then look to the future. Donald Trump is going to be our president. 
We owe him an open mind and the chance to lead. Our constitutional democracy 
enshrines the peaceful transfer of power. And we don’t just respect that, we 
cherish it. 
 And let me add, our constitutional democracy demands our participation. Not just 
every four years, but all the time. So let’s do all we can to keep advancing the 
causes and values we all hold dear. 
 Now I know we have still not shattered that highest and hardest glass ceiling, but 
someday someone will, and hopefully sooner than we might think right now. 
 [Our constitutional democracy] also enshrines other things. The rule of law. The 
principle that we are all equal in rights and dignity. Freedom of worship and 
expression. We respect and cherish these values, too, and we must defend them. 
 For now, our responsibility as citizens is to keep doing our part to build that 
better, stronger, fairer America we seek, and I know you will. 
 Finally, I am so grateful for our country and for all it has given to me. I count my 
blessings every single day that I am an American. And I still believe as deeply as I 
ever have that if we stand together and work together with respect for our 
differences, strength in our convictions, and love for this nation, our best days 
are still ahead of us. 
                                      
                                                     
 
 
 
 
 
 
 
Courtesy, Justin Sullivan, Getty 
Images 
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Cultivating Empathy: New Perspectives on Educating 
Business Leaders 
Introduction and Background 
 
When Debbie Shanks, Wal-Mart worker and mother of three, was injured as a result of a 
collision with a tractor-trailer, she became permanently disabled and was placed in a 
nursing home where she received continuous care. Her family eventually won a lawsuit 
against the trucking company involved in the accident, receiving $700,000 in damages 
of which $417,000 remained after deducting legal fees. That’s when Wal-Mart’s shrewd 
legal representatives referred to the small print in their workers’ contract clause, stating 
that the company had the right to “recover” all medical costs if an employee successfully 
litigated a liability lawsuit. Wal-Mart, owned by the Walton family of billionaires, sued the 
Shanks family, demanding $470,000 — the amount the company grosses every 38 
seconds and its CEO makes each week. As can be deduced from these numbers, Wal-
Mart’s demand exceeded the net take-home award of $417,000 that Ms. Shanks was 
In recent years, leadership effectiveness has been examined extensively in connection 
with relational management as a critical factor for organizational success. Using 
empirical data, this new study takes a longitudinal view of business students’ 
perceptions on leadership effectiveness, especially as it relates to the phenomenon of 
empathy. This article includes an extensive overview of recent developments in the 
studies of leadership development, builds a case for empathy as an essential 
component of the business environment, and, based on the findings of the study, 
offers potential enhancements to the methodology of training business students for 
future leadership roles. 
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expecting to use for her care. Commensurate with Wal-Mart’s past litigation, the 
company won the lawsuit. No compromise was possible in dealing with the giant, led by 
some of the wealthiest people in the world (Durkin, 2008).  
 
While only a corporate example, this case underscores the lack of empathy that has 
become embedded within the American business culture. Business narratives similar to 
the Wal-Mart example have impacted and convinced young people to regard empathy as 
irrelevant in leadership. Debbie Shanks’s situation may, therefore, trigger new thinking 
which may lead to the creation of a new business paradigm ― underscoring the reasons 
for the study and the correlative findings presented in this paper. 
 
In past discussions which have attempted to identify the fundamental underpinnings of 
authentic and genuine leadership, the authors surveyed perceptions of upper-level 
undergraduate business students on which qualities they considered essential pre-
requisites of leadership success. The striking observation that empathy consistently 
ranked lowest on the list of ten most desirable leadership qualities led to a mixed-
methods study in order to explain the reasons for this phenomenon. From 2008 – 2013, 
a total of 191 undergraduate students enrolled in leadership courses as part of their 
Bachelor of Business Administration degree were surveyed. Using empirical data, this 
new study assumes a longitudinal view of business students’ perceptions on what 
matters in leadership, and explores in detail the phenomenon of empathy in order to 
offer potential enhancements to the methodologies of educating business students for 
future leadership roles.   
 
Empathy, viewed as the compassion for and attunement to others’ emotions and 
circumstances, has been highlighted as an important aspect of effective leadership in 
research literature for several decades. Originally described as “leader empathy,” this 
type of connection makes leaders better listeners who understand their followers, 
thereby inculcating trust in those group members being heard (Bass, 1960). Overall, 
emotional sensitivity to group members has been hypothesized to be positively linked 
with greater quality relationships between leaders and group members and evident in 
forming stronger networks (Riggio & Reichard, 2008). In simpler terms, “It’s the ability to 
step outside of yourself and see the world as other people do” (Patnaik, 2009, p. 8). 
While empathy can be defined as a skill, trait, or ability (Bar-On, 1997; Cohen, 2012; 
Patnaik, 2009), for the purposes of this study, empathy was explained to respondents as 
“being able to understand how others feel.” 
 
Leadership can be defined as a position, process, action, or state. Leaders have 
followers. They assume responsibility, inspire, influence, support, and undertake risks.1 
Assuming leadership inherently involves trust (Northouse, 2013). Emotional 
management ― which undoubtedly begins with empathy ― is definitely a factor in 
leadership effectiveness. In recent years, especially, leadership effectiveness has been 
examined extensively in connection with relational management as a critical factor for 
organizational success ― with strong positive correlations found between managers’ 
                                                 
1 In our study, participants were asked to reflect on the qualities, skills, and circumstances of a person they would willingly 
follow and rank the importance of these qualities in leadership effectiveness. 
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abilities to connect with others and their employees’ motivation and productivity (Drager, 
2014; Bartock, 2013; Park, 2013). 
 
Leadership 
Leadership can pride itself on a number of interesting reputes. As a phenomenon, it is 
intricate, multidimensional, and extensively researched (Badshah, 2012). Its 
development has been strewn over many centuries, considering that notes about 
leadership development have been traced back to three major historical empires: 
ancient Persia (6000 BCE – 651 CE), ancient China (1500 BCE – 221 CE), and ancient 
Rome (509 BCE – 27 BCE) (DiCicco, 2003). The term “leadership” came into existence 
in the 17th century, and research on the phenomenon only began in the twentieth 
century (Bass, 1985; Stogdill, 1974). Yet, even though there have been myriad scholarly 
papers on this topic and numerous theories developed, leadership remains a theme that 
Warren Bennis once labeled as “hazy and confounding.” James McGregor Burns 
described leadership as the “most observed and least understood” concept while Ralph 
Stogdill claimed it to have as many definitions as definers (Badshah, 2012, p. 49). 
Northouse (2013) adds to Stogdill’s observation: leadership is “much like the words 
democracy, love, and peace” (p. 2). This fundamentally indicates that we all have our 
own notion as to what this phenomenon means for each of us. Indeed, over the course 
of the past century, a variety of positions have been presented on the subject of 
leadership, ultimately resulting in a plethora of theories. Trait, style, contingency, 
behavioral, and situational theories (Avolio, 2007; House & Aditya, 1997) represent a 
sampling of the clusters in which leadership has been categorized. Northouse (2013) 
provides a brief overview of the development of leadership during the past century. From 
the beginning of the twentieth century until the end of its second decade, leadership was 
viewed as an instrument of domination and control by one individual over others. During 
the 1930s, the term became equated with positions of influence as individual traits were 
accentuated. The 1940s emphasized leadership within a group perspective, while the 
1950s focused collectively on groups, shared goals, and effectiveness. According to 
Northouse, the sixties injected additional depth into the influence perspective of 
leadership while the seventies expanded the group focus to the organizational level. The 
1980s witnessed a major increase in leadership research, yet still with its main focus on 
the leader being a dominant influence, holding specific traits, and transforming people 
and situations. With increased understanding and acceptance of the major differences 
and needs of world populations, as the century was about to turn, leadership scholars 
finally agreed on disagreeing about the meaning of leadership (Northouse, 2013). 
 
Throughout the vicissitudes of the 20th century, several leadership theories repeatedly 
surfaced with one of the most salient emphasizing particular traits. Fortunately, there 
was significant progress made within the framework of this approach. For instance, the 
initial projection of leaders having immutable, inborn traits gradually became obsolete, 
and an awareness arose that leadership qualities could actually be developed (House & 
Aditya, 1997; Vroom & Jago, 2007; Zaccaro, 2007). Also, the notion of traits as heritable 
assets gave way to a more inclusive ― and achievable ― perspective of qualities. Traits 
could be developed and multifaceted. They were no longer limited to mere personality 
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characteristics, but also included “motives, values, cognitive abilities, social and problem 
solving skills, and expertise” (Zaccaro, 2007, p. 8). Collectively, these personal and 
circumstantial traits could form a balanced behavior through which leaders would 
develop and display reliable and recognizable behavioral patterns (Zaccaro, 2007). In 
more specific terms, the contemporary notion about leadership traits postulates that, 
while leaders are still considered to have particular qualities which are useful in their 
performance, the content and context of these traits has changed. Physical attributes 
such as gender, height, and appearance have long yielded their prominence to 
psychological qualities such as perseverance, resilience, charisma, and intelligence. Yet, 
even in regard to the psychological features of leadership, we have witnessed a 
fascinating and desperately needed evolution over the past several decades. With the 
growing speed of electronic communications, employees became more aware and 
informed, and therefore increasingly vocal and resolute about the qualities they desire 
from their leaders (Boyatzis, 1982; Goleman, 1997, 2000, 2003; Harms & Crede, 
2010). Hard skills, such as intelligence, analytical/technical prowess, determination, 
rigor, and vision ― the defining leadership traits of the twentieth century ― were 
maneuvered to the backseat in order to make way for softer skills, which Goleman 
(2000) identifies as self-awareness, self-regulation, motivation, and empathy. 
 
Contemporary Leadership Developments  
 
Over the past decades, “successful leadership” has often been equated with outrageous 
or exaggerated (even psychopathic) behavior. This may be attributed to the fact that 
such figureheads are generally expected to be highly confident, even narcissistic 
individuals, often displaying a range of telling traits, such as grandiosity, exhibitionism, 
self-centeredness, and lack of empathy (Kets de Vries & Miller, 1985). Such an approach 
may explain why some authors (e.g., Andrews & Furniss, 2009) claim that there is a thin 
line between excessive narcissism and psychopathy. Numerous scholars (Hare, 1994; 
Babiak, 1995; Babiak & Hare, 2006; Clarke, 2005; Board & Fritzon, 2005) have even 
postulated that psychopaths are extremely successful in business settings because the 
environment seems to invite exactly those characteristics that such individuals harbor. 
Indeed, traits such as unctuous charm and extreme fearlessness have been considered 
to be valuable assets in several professions, including those grounded in politics, law, 
and business (Hall & Benning, 2006). 
 
Yet, in the aftermath of corporate collapses resulting from leadership styles that were 
primarily focused on personal enrichment and grandeur, the adjectives used to describe 
the term “leader” have been shifting from result-driven and leadership-focused to 
stakeholder- and relationship-centered. Instead of decisive, authoritarian, and 
charismatic leaders, the multitude of embarrassing and damaging developments of 
recent years (e.g., Enron, HealthSouth, Tyco International, WorldCom, Freddie Mac, 
American Insurance Group, Lehman Brothers, Bernie Madoff, Martin Shkreli, Satyam, 
Volkswagen, GM, Wells Fargo, etc.) have fertilized the leadership field for new models 
and theories that are more focused on the intra- and inter-human aspects of actual 
leading rather than the attainment of temporary financial successes regardless of long-
term, inimical consequences.  
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One of these paradigms is the six-zone model (Perrin, Perrin, Blauth, Apthorp, Duffy, 
Bonterre, & Daniels, 2012), which is not novel in regard to the leadership components it 
entails, but rather in the integration of these aspects. The six zones articulated in this 
model include: 1) reflection, which encourages self-examination by asking leaders to 
examine their behaviors, attitudes, decisions, successes, and mistakes, and how these 
affect people and their respective environments; 2) society, which reminds leaders to 
maintain economic, environmental, and ethical fairness to individual stakeholders as 
well as stakeholder groups; 3) diversity, which exhorts leaders to value and embrace 
human differences in the broadest sense possible when making decisions; 4) ingenuity, 
which inspires leaders to remain receptive to creative ideas in order to nurture a climate 
of continued innovation; 5) people, in which engagement and the creation of a 
trustworthy and inspirational work climate become critical focus points for leaders; and 
6) business, in which leaders concentrate on trends, data analysis, and consumer 
demands to elevate the organization (Perrin et. al., 2012). What is interesting about the 
six-zone model is the fact that it considers both soft and hard skills as essential to 
promoting personal and organizational success.  
 
A number of conscience-driven leadership approaches have also been introduced in 
recent years and are characterized by descriptors such as authentic, awakened, 
benevolent, emotionally-intelligent, moralized, responsible, spiritual ― all intended to 
guide our workforces toward more consciously-attuned performance. 
  
 Authentic leadership (George, Sims, McLean, & Mayer, 2007) proposes leading 
with purpose, and consistent consideration of one’s values. The intention of 
leading authentically is to find one’s true voice, establish relationships that 
matter for all involved parties, and achieve results in a collaborative fashion.  
 Awakened leadership (Marques, 2006, 2013) promotes adaptability in leaders, 
so that they can perform collaboratively in different work environments. 
Awakened leaders are keen about involving both internal and external 
stakeholders, respecting one another’s values, accentuating moral behavior, 
cultivating a climate of integrity, maintaining a compassionate stance, and 
balancing care and inspiration with determination and pragmatism ― all while 
regularly engaging in reflection in order to maintain the ability to revise and adjust 
strategies when warranted. 
 Benevolent leadership (Karakas & Sarigollu, 2012) focuses on establishing and 
nurturing a constructive climate in organizations through moral considerations in 
decision-making, focusing upon meaning, instilling hope and courage to empower 
constructive action, and ensuring a positive connection with the broader 
community. 
 Emotionally-intelligent leadership focuses on achieving positive results through 
conscious decision-making, including rendering decisions which incorporate 
logical and emotional data while simultaneously managing behavior and 
navigating social complexities. “‘Emotional intelligence [EI]’ is a concept including 
perception, expression and control of emotions, self-control and empathy, 
communication, conflict resolution process, conscience, and perhaps many 
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more” (Ioannidou & Konstantikaki, 2008, p. 118). Twenty years of studies on EI in 
the workplace (Perrin et al, 2012) have coalesced around the idea that a high EI 
score not only reflects better interpersonal skills, but improved professional 
performance. Leaders with high levels of EI are very well-equipped in putting 
others at ease. They tend to maintain a high level of self-awareness and 
responsible work-life balance while being honest, composed, good problem-
solvers, and decisive (Greenockle, 2010). Individuals with high emotional 
intelligence and high reflective skills are likely to develop favorable leadership 
behaviors (Ramos-Villarreal & Holland, 2011). Empathy, specifically, is a critical 
component of EI in leadership, precisely because it establishes an unspoken 
mental and emotional connection that enables the carrier to understand the 
hidden meaning in and behind words (Ioannidou & Konstantikaki, 2008).  
 Moralized leadership (Fehr, Kai Chi, & Dang, 2015) is an approach that views 
moralization as the primary process through which followers perceive their 
leaders as ethical. It assumes that leaders’ moralized behaviors can positively 
influence the behaviors of followers by centering on six ethical leadership 
foundations: support of followers’ welfare, fair treatment, team loyalty, practicing 
physical and spiritual purity, safeguarding collective performance, and granting 
followers their performance space. 
 Responsible leadership (Voegtlin, Patzer, & Scherer, 2012) strongly relies on 
morality and equality, superseding the personal values of the leader in favor of 
responsible conduct within the work environment. In this way, it surpasses the 
limiting context of leader and follower to one that entails leader and stakeholder, 
and considers the leader’s effectiveness in terms of the ability to establish 
rewarding, consensual solutions rather than just financial performance.  
 Finally, spiritual leadership (Fry & Cohen, 2009) aims to achieve organizational 
transformation in such a way that employee well-being and corporate social 
responsibility are prioritized without neglecting the company’s growth, 
profitability, and performance. “Spiritual leadership is grounded in an intrinsic 
motivation model that incorporates vision, hope/faith, and altruistic love, theories 
of workplace spirituality, and spiritual well-being” (Fry & Cohen, p. 266).  
 
What most of the above theories have in common is their component of interdependency 
between leaders and stakeholders which Hudson (2013) attributes to the attachment 
theory. The attachment theory focuses on relationships between individuals as well as 
within the group context. The “[a]ttachment theory helps to predict the actions of the 
leader and of the follower in their relationship” (Hudson, 2013, p. 148). This overview of 
contemporary theories serves to illustrate the positive developmental trend in leadership 
thinking that has emerged in recent years, focusing on reflection, authenticity, integrity, 
meaning, connection, fairness, values, and care: behaviors and skills that deviate from 
those that nurture psychopathic behavior which is so often manifested through excessive 
narcissism and lack of empathy.  
 
Empathy 
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While empathy is perceived more and more as a professional ability, it is difficult to 
quantify. Empathy, being intangible, cannot be readily measured ― an attempted feat 
commensurate with assigning numeric values to a company’s goodwill. This has resulted 
in the scarcity of empirical studies on correlations between a company’s efficiency and 
the role empathy plays in its organizational culture. Nevertheless, studies which tie 
empathy to business results have been attempted more frequently, especially in studies 
of sales and product development, with terms like “empathy marketing” and “user 
empathy,” becoming mainstream.  
 
Some researchers argue against the usefulness of empathy in business leadership 
models (Antonakis, 2003). For example, it has been posited that empathy can be 
counter-productive in decision-making. In this sense, being excessively familiar with, or 
sensitive to, others’ feedback could lead to second-guessing, thereby decreasing 
management effectiveness (Elfenbein & Ambady, 2002). In such circumstances, it is 
argued, that a team may actually benefit from its leader being “desensitized” to others’ 
interpretation of information (Antonakis, 2003). However, in the increasingly immediate, 
intimate world driven by rapid change, where there is a call to quickly identify evolving 
opportunities, the case for empathy in business could not be stronger. Companies make 
money by designing, producing, and selling what customers need (or want). Without 
understanding what customers desire, there is no business. Without empathy, the 
capacity to put oneself in others’ situations and understand their wants is obviated; 
there is no understanding of the customers’ needs.  
 
A similar logic can be applied to employees: happy employees are more beneficial to the 
success of the organization than those who are dissatisfied or apathetic as profits are, to 
a large extent, a derivative of devoted staff (Hewerston, 2012; Keynes, 1964). 
Consequently, businesses should be concerned with the engagement of their personnel 
(Rich, LePine, & Crawford, 2010). At a time when ― despite recent economic 
improvement ― a substantial number of employees report lack of engagement 
(Brotherton, 2012; Christian, Garza, & Slaughter, 2011; Hewitt, 2013), empirical studies 
suggest that employee involvement promotes enhanced organizational outcomes, such 
as job performance and job satisfaction. This, in turn, often leads to business growth and 
profitability (Saks & Gruman, 2014). Research also shows that there is a positive 
connection between relational aptitude and employee engagement, as well as a direct 
correlation between shared vision and positive mood with employee engagement 
(Mahon, Taylor, & Boyatzis, 2014). Collectively, this has been defined as an emotional 
and intellectual commitment to the organization. According to these authors, emotions 
are essential in concentrating attention, stimulating interest, and motivating people to 
act. They help cope with challenges and threats, and engagement is one of the key 
predictors of business performance (Gruman & Saks, 2011). Mahon, Taylor, and 
Boyatzis (2014) further establish that shared positive mood is correlated with 
organizational engagement. Accordingly, in order for organizations to leverage employee 
engagement as a competitive advantage, they should devote as much attention to these 
psychological factors as they devote to strategy formulation, demand forecasting, and 
budgeting. This can be accomplished through building employee trust and commitment 
― ultimately enhanced by the authenticity of their leaders (Bentley, 2013). 
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Companies do not do business with other companies as mere entities. Instead, people 
within these companies do business with each other, and successful individuals, and 
companies alike, do not operate in a vacuum. Consequently, in order for organizations to 
be effective in a contemporary business environment, they must be empathetic to 
resident differences, appreciate the emotional make-up of other people, and know how 
to build and manage relationships and networks. Indeed, everywhere, individuals need 
to communicate, work in teams, and relinquish the issues that interfere with their 
performance. Interpersonal skills ― such as communication and relating to people from 
diverse backgrounds ― are indispensable qualities for success in the workplace. 
 
Unfortunately, focus on empathy, as well as employee and customer satisfaction, 
frequently becomes a victim of obsession with short-term corporate results. 
Nevertheless, there exists a potential correlating factor between emotional development 
and socio-economic behavior (Ackert & Church, 2001; Elster, 1998; Keynes, 1964). The 
basic theories within a free market economic system are tied to supply and demand, 
which are heavily influenced by emotions (McGregor, Slovic, Dreman, & Berry, 2000). So, 
perhaps it would be safe to suggest that in today’s global economic system, supply and 
demand are not driven only by basic need, but also by emotional tendencies. Natale and 
Sora (2010) suggest that one of the reasons for the most recent economic collapse is 
that global corporations are losing touch with the stakeholders they serve. The authors 
believe that empathy may be part of the solution to the problem when incorporated in 
their decision-making without compromising business judgement. Therefore, it would be 
prudent to argue that an organization capable of recognizing and regulating both 
conscious and subconscious emotional drivers in itself and in others (and skillfully 
manage such sensitive situations of its stakeholders), would be capable of generating 
tremendous power and wealth given the opportunity to properly channel those 
tendencies into tangible products (Fernandes & Ferreira, 2009). Thus, within the sphere 
of business, emotions can be useful, as well as harmful (Hirshleifer, 2001; Kida, Moreno, 
& Smith, 2001). Therefore, the role empathy plays in organizational success deserves 
serious consideration.  
 
Empathy, both cognitive and affective, combining understanding of both logical and 
emotional rationale (Hogan, 1969), is the driving power behind effective communication, 
so crisis stakeholders’ communication strategies have gained increasing attention in 
recent research. A study by Bentley (2013) discusses the power of effective apology, 
which, from the stakeholder perspective, includes such important components as 
expression of remorse, acknowledgment of responsibility, and promise of forbearance ― 
a combination of words and behaviors that demonstrate empathy. Overall, social 
awareness and relationship management are increasingly highlighted in the workplace, 
and studies show that emotional functioning capacities are linked to workplace 
readiness. Lake (2004) examines how individuals within organizations use their 
emotional experience in critical incident management. His findings suggest that we tend 
to manage our own emotions by pushing feelings aside or compartmentalizing them, 
while we manage the feelings of others by showing concern and encouraging 
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participation. This implies not only the need for stress management training, but also for 
leaders to be debriefed regularly.  
 
Hence, the importance cannot be understated of understanding the multifaceted 
diversity in communities served by businesses and adapting corporate practices and 
behaviors based on constituents’ values, work ethic, and business protocol. As poor 
understanding of the motives of others leads to unproductive conflict and sometimes 
even organizational failure, an effective manager has to be open to learning new 
patterns of social interaction. As a result, a leader’s emotional skills, as well as the ability 
to leverage diverse points of view, are essential to successful communication (Colfax, 
Rivera, & Perez, 2010; Rahim & Marvel, 2011). Self-awareness juxtaposed against the 
emotional and logical profiles of others will help develop appreciation of these 
differences (Bentley, 2013; Boulouta, 2011). 
 
Accordingly, a recent study on customer satisfaction and loyalty confirms a statistically 
significant relationship between empathy and customer loyalty (Lartey, 2015). The 
results of this study illustrate that the perception of increased empathy toward 
customers raises the probability of becoming an active promoter of the business. 
Another recent quantitative study established that there are six determinants gaging the 
quality of service: reliability, responsiveness, assurance, empathy, quality of 
communication, and perceived value (Cuesta, 2014), and that they serve as reliable 
predictors of customer satisfaction. Cuesta (2014) suggests that decision-makers who 
implement these means of improving customer experience now have tangible tools to 
improve customer service at each organizational level through active observation and 
engagement. A study by Herson (2011) explored the relationship between service 
recovery process (actions taken in response to service failure) and customer satisfaction 
and loyalty. Not surprisingly, the results indicate that the ability to assume a customer’s 
perspective has a significant, positive effect on that customer’s satisfaction and loyalty. 
 
One of the trademarks of a successful enterprise is its ability to harness creativity. 
Brenton and Levin (2012) explain the importance of nurturing the productivity of 
innovators and have identified the drivers of innovation. For example, the way innovators 
are treated at their respective workplaces is of prominent importance. The authors 
suggest that great leaders will “fire people up and instill passion” (p. 364). Among traits 
common to successful innovators, they name high levels of empathy, collaborative 
interpersonal style, and “mature intelligence” (p. 365), which is understood as humility 
to abdicate the need to be “the smartest person in the room” (p. 365). A corporate 
culture of innovation accepts that there are appropriate uses for all emotions. Even 
anger can be put to good use, for example, when an instance of injustice needs to be 
rectified. Happiness ― characterized by positive mood and high energy ― is a suitable 
emotion when we need to have an open mind to accept and generate creative ideas by 
using original thinking (Salovey & Mayer, 1990). Indeed, when we are happy, we tend to 
be less critical about our own actions and those of others. We are also likely better able 
to see the situation as a whole and pay less attention to small details (Caruso & Salovey, 
2004). Experiencing pleasant mood and low energy is often described as the best state 
to be in when meeting new people. Such positive mood ensures open-mindedness, while 
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low energy minimizes the risk of overbearing potential new friends by our own narration. 
Conversely, low energy and unhappy mood likens attention to minute details because 
our mindset is critical. This mood, therefore, is perfect for checking and double-checking 
one’s work for both major and minor errors, especially when the stakes are high (Caruso 
& Salovey, 2004). 
 
Skillful relational management as applied to workplace situations implies recognizing the 
moods of our coworkers, knowing what moods would be appropriate for the task at 
hand, and, most importantly, having the skill to take the team from where they are to 
where they need to be by managing their emotions. Are they too happy to be trouble-
shooting an accounting issue? If so, how can you lessen ebullient energy to encourage 
focused attention? Are they sad, fearful, indifferent? In this case, if you need them to be 
open for brainstorming creative solutions, how do you increase appropriate energy 
levels? Notably in entrepreneurship, empathy is essential to sustainable achievement. 
From shareholders to investors, from customers to employees, entrepreneurs benefit 
from tuning into the needs and outlooks of all their stakeholders. Empathy allows them 
to create bonds of trust, and such connection, in turn, allows them to run their 
businesses better. It is essential that stakeholders are confident that their interests are 
taken into account, and consequently, entrepreneurs need to be able to empathize with 
their stakeholders’ anxieties and perceptions. Therefore, modern enterprises are 
challenged with the task of enhancing the emotional management skills of their leaders, 
who must acquire and practice their empathy and social skills through self-learning, as 
much as job-related training. Organizations may also need to refine their recruiting 
policies to focus on prospective leaders’ emotional management skills to a greater 
extent than on their technical skills and experience (Brenton & Levin, 2012; Herson, 
2011; Lartey, 2015). 
 
 
In the following sections of this paper, the study will be presented which interprets 
participants’ collective classifications of the listed leadership characteristics and 
initiates an exploration of possible correlations between these characteristics.  
 
The Empirical Study: Research Design, Data Collection, and Analyses 
 
As discussed, successful leaders display a wide range of characteristics. Which of these 
characteristics should every worthy leader possess? Of those characteristics, which ones 
are deemed to be more important than others? In this longitudinal research inquiry, a 
total of 191 Business Administration students at a Los Angeles-based university were 
asked to fill out a survey. Approximately 60% of the respondents were women. Most 
participants were in their 20s (ranged from 18 to 62). Data were collected and recorded 
over a six-year period, from 2008 to 2013. In the survey investigation, we listed ten 
factors possibly influencing the leadership effectiveness: intelligence, charisma, 
responsibility, vision, integrity, passion, courage, empathy, competence, and service. 
Respondents were asked to score each category on a scale from 1 to 10: 1 if they rated 
that factor as not important at all, and 10 if they thought that factor as extremely 
important. The scoring was not required to be unique or exclusive; that is, respondents 
could give the same score (e.g., 7) to multiple factors. The data collected were coded 
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and processed by SAS Analytics, a software developed and distributed by SAS Institute, 
Inc. Descriptive and nonparametric statistics were calculated and are analyzed below.  
 
Figure 1 shows the stacked yearly average ratings over the six-year period for each 
factor, ordering from the highest stacked sum (“responsibility”) to the lowest stacked 
sum (“empathy”). Based on the observations we obtained, responsibility and passion 
were frequently considered to be the most important factors for leadership figures by the 
respondents. Factors such as integrity, vision, courage, charisma, competence, and 
intelligence had mixed ratings, as their rankings often fluctuated over the years. Service 
and empathy were often ranked least important by the respondents. Overall, 
respondents rated the most important characteristics of a great leader as being 
“responsible” and “passionate,” but not necessarily “empathetic” or “eager to serve.” 
 
 
Figure 1: 2008-2013 Stacked Average Ratings of 10 Factors 
 
 
Table 1 displays a summary of detailed descriptive statistics including mean, standard 
deviation, coefficient of variation, median, minimum and maximum for each category, in 
order to further clarify the importance assigned to each characteristic by the study 
participants. Similar to the trend in the stacked yearly sum, “responsibility” has the 
highest overall average and smallest standard deviation, followed by “passion.” 
“Empathy” has the lowest overall ranking and highest standard deviation, right below 
“service.” Based on the mean and standard deviation, we then calculated the coefficient 
of variation for each factor. Coefficient of variation ― defined as the ratio of the standard 
deviation to the mean ― is a useful statistic for comparing the extent of variation among 
data sets. The higher the coefficient of variation, the greater the dispersion in the 
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variable. Among the ten factors, “responsibility” and “passion” have the lowest 
coefficients of variations, while “empathy” and “service” have the highest coefficient of 
variation. Similar trends in rating dispersion have also shown in the median and range 
values (defined as maximum minus minimum). From the median values presented, 
“responsibility” and “passion,” the top two categories sorted by the overall rating, 
received the highest score (10) from at least half of the respondents, while “empathy” 
and “service,” the bottom two categories, received a rating of 8 or less from at least half 
of the respondents. Moreover, the range values showed that although all variables had 
the same maximum ratings of 10, “empathy” and “service” were the only two categories 
that received the lowest score (1), while all other categories displayed relatively less 
dispersions in their rating spectrum. These values indicate that respondents tended to 
have a greater dispersion in their ratings for “empathy” and “service.” That is, while most 
respondents agreed that “responsibility” and “passion” were key qualities, some had 
drastically different opinions concerning “empathy” and “service.” 
 
 
Table 1: The 2008-2013 Overall Averages 
 
 
Category Average 
Std. 
Dev. 
C.V. Median Minimum Maximum Range 
Responsibility 9.39 1.01 10.75% 10 4 10 6 
Passion 9.31 1.05 11.26% 10 3 10 7 
Vision 8.95 1.34 15.03% 9 4 10 6 
Integrity 8.95 1.45 16.16% 9 2 10 8 
Courage 8.68 1.46 16.79% 9 2 10 8 
Charisma 8.50 1.52 17.85% 9 3 10 7 
Competence 8.39 1.39 16.58% 9 3 10 7 
Intelligence 8.36 1.43 17.14% 8 4 10 6 
Service 8.27 1.71 20.71% 8 1 10 9 
Empathy 7.91 1.74 21.96% 8 1 10 9 
 
To better investigate the trends in average scores over the six-year period, we split the 
ten factors into two groups based on their overall average ratings: the upper five 
(“responsibility,” “passion,” “vision,” “integrity,” and “courage,” as summarized in Figure 
2) and the lower five (“charisma,” “competence,” “intelligence,” “service,” and 
“empathy,” as summarized in Figure 3). As seen in Figure 2, “responsibility” has 
consistently scored as either the most or the second most important factor impacting 
leadership. Ranked fourth in 2008 and 2009, “passion” gradually gained in importance 
and advanced to the second place by 2010 and 2011, then further to the first place by 
2012 and 2013, showing that more recently, respondents believed that the most 
important factor for an effective leadership was being passionate. In addition, all scores 
  
VOLUME X • ISSUE I • WINTER/SPRING 2017  
 
 
 
 
 
 
 
28 
L
E
A
D
E
R
S
H
IP
  
dropped in 2012, with the greatest decrease in “integrity” (from 9.0 to 8.35), which is 
likely associated with the prolonged economic downturn. 
 
 
 
 
 
 
 
  Figure 2. Upper Five Categories: Responsibility, Passion, Vision, Integrity, and Courage 
 
As shown in Figure 3, “empathy” has consistently scored as the least important factor for 
leadership, with ratings in 2011 as the only exception (in which it was ranked 7th among 
the ten factors). “Service” and “intelligence” were the other two factors that often 
received lower ratings over the six-year period. One interesting trend, however, is the gap 
among the factors. At the beginning of the study in 2008, these lower five factors had 
rather dispersed ratings with a gap of 2.1 (or 24%) in average ratings between the 
highest-ranked factor (“competence,” 9.03) and the lowest ranked factor (“empathy,” 
6.93). However, the gap had narrowed in recent years. By 2013, the gap was only 0.35 
(or 4%) between the highest ranked factor (“intelligence,” 8.38) and the lowest ranked 
factor (“empathy,” 8.03). More respondents may have been expecting an effective 
leader to be more “well-rounded,” that is, to display positive characteristics in many 
dimensions, rather than leaving factors such as “empathy” or “service” completely out. 
 
Figure 3. Lower Five Categories: Empathy, Service, Intelligence, Competence, & Charisma 
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 To test the inter-relationship between the variables presented in the questionnaire, 
Spearman’s rank correlation coefficients were computed. As a nonparametric measure, 
Spearman’s correlation makes no assumptions of the probability distributions of the 
variables being assessed, which can be useful when the underlying relationship is not 
normal, or when the only information is ordinal.2 The pairwise Spearman correlation 
coefficients and p-values between the ten factors are listed in Table 2. 
 
 
Table 2: Pairwise Spearman Correlations 
 
 
                                                 
2 “Ordinal” here pertains to the rank or order, rather than continuous values. 
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Intelligence 
1.0000                   
                    
Charisma 
0.3141 1.0000                 
< 0.0001                   
Responsibility 
0.3078 0.1909 1.0000               
< 0.0001 0.0173                 
Vision 
0.2922 0.2562 0.3171 1.0000             
0.0002 0.0013 < 0.0001               
Integrity 
0.4317 0.356 0.3485 0.3419 1.0000           
< 0.0001 < 0.0001 < 0.0001 < 0.0001             
Passion 
0.2485 0.3276 0.3302 0.3387 0.3211 1.0000         
0.0018 < 0.0001 < 0.0001 < 0.0001 < 0.0001           
Courage 
0.2967 0.3108 0.2602 0.3809 0.2956 0.5006 1.0000       
0.0002 < 0.0001 0.0011 < 0.0001 0.0002 < 0.0001         
Empathy 
0.4587 0.4079 0.3057 0.4027 0.4531 0.3811 0.3805 1.0000     
< 0.0001 < 0.0001 0.0001 < 0.0001 < 0.0001 < 0.0001 < 0.0001       
Competence 
0.4301 0.3851 0.2801 0.2076 0.3590 0.1750 0.1970 0.4217 1.0000   
< 0.0001 < 0.0001 0.0004 0.0095 < 0.0001 0.0295 0.014 < 0.0001     
Service 
0.3894 0.2383 0.3354 0.2942 0.3283 0.3659 0.4197 0.5674 0.3588 1.0000 
< 0.0001 0.0028 < 0.0001 0.0002 < 0.0001 < 0.0001 < 0.0001 < 0.0001 < 0.0001   
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The strongest correlations are found between “passion” and “courage,” “empathy” and 
“integrity,” “intelligence” and “empathy,” and “empathy” and “service.” In the discussion 
section below, we provide a brief reasoning behind these correlations. 
 
 
 
Discussion 
 
By examining each of the constructs presented in this study, we aim to clarify how
these combined phenomena have been perceived and manifested themselves in the 
leadership arena. Although speculating any causality between the factors is imprudent, 
the intention is to add validity to the relationship between these factors, and therewith, 
further elucidate their importance. 
 
Passion and Courage 
 
Courage and passion are often mentioned in one breath when leadership is being 
discussed. Gallos (1997) refers to courage and passion as the pillars of real leadership, 
and calls for educators to develop and implement a pedagogy built upon these qualities. 
Cooper, Sarros, and Santora (2007) credit courage and passion as important qualities of 
transformational leaders as they inspire others to achieve visionary goals. Further, 
Batagiannis (2007) uses the concept of courage as a necessary and primary component 
of leadership, thereby stressing that an attitude of courage can inspire a leader to be 
guided by passion rather than fear. 
 
Passion is an important instigator of courage: many courageous acts are built on 
passionate beliefs. Coats and Heuer (2007) posit that “passion fuels courage [and] 
courage is vital for challenging the process” (p. 53). The actions of leaders throughout 
the ages, namely, Gandhi, Martin Luther King, Mother Teresa, and Abraham Lincoln 
underscore this argument in that the courageous acts of all these people came forth 
from the passion they felt for their beliefs. In this way, passion often incites meaingful 
leadership.  
 
Empathy and Integrity 
 
No longer are empathy and integrity considered characteristics that need to be parked at 
the corporate door. Recent history has demonstrated the inverse correlation between 
these two qualities: lack of empathy is a fertile foundation for lack of integrity. If we 
consider Enron, and its top management team’s overwhelming greed, we can see how 
this led to dishonest practices, fueled by a total disregard for the well-being of the 
communites in which they operated. There have been numerous corporate and personal 
instances that have reiterated this relational trend. Bernard Madoff lacked a sense of 
empathy for those who trusted him with their investments, and enriched himself 
shamelessly with their money (Lewis, 2014). Al Dunlap lacked empathy for the 
workforces entrusted to him, and callously fired almost half of the employee-base to 
reduce overhead in the most basic and direct way, while simultanouesly painting a 
deceptively flourishing picture of a corporation in order to pump up stock prices 
(Calandro Jr, 2011). Tim Durham lacked empathy for the hardworking people who 
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invested their savings in Fair Finance Company, a long-trusted investment company in 
Ohio, which he acquired in the early 2000s. With a complete absence of integrity, 
Durham used Fair Finance’s funds to invest in his own mismanaged companies and to 
support his extravagant lifestyle, while investors lost their hard-earned money (Lowrey, 
2011).  
 
Integrity and empathy are increasingly evident as a critical duo in a leader’s behavioral 
arsenal. This can partly be attributed to the overwhelming manifestations of immoral and 
unconcerned behaviors among leaders, and partly to the process of horizon expansion 
and awareness elevation we experienced since the internet became a widely used 
commodity. In our progressively interconnected world, news travels incredibly fast. The 
widespread exposure of numerous arrogant, self-centered leaders, not only alerted the 
public about the close link between immorality and self-centeredness, but also the 
symbiotic connection between its counterparts of integrity and empathy. Furthermore, 
we have grown increasingly aware of the importance of these two aspects as salient 
elements of contemporary leadership. Stefano and Wasylyshyn (2005) discuss the “ICE” 
model for leadership, which is comprised of three elements: integrity, courage, and 
empathy. In this model, integrity is defined as simply being truthful; courage as the ability 
to make bold decisions guide and support actions; and empathy as the balance between 
meeting one’s own needs and caring for those of others.  
 
Not only for leaders, but also in the case of corporate conduct, integrity and empathy are 
viewed as leading, interdependent tendencies. In assessing corporate moral behavior, 
Chun (2005) refers to integrity as one of the most prominent corporate ethical values of 
the last decade due to its close connection with trust and reputation.  Empathy is 
depicted as the much-needed awareness of, and care for, others’ feelings, in order to 
ensure longitudinal, stable, and mutually-rewarding relationships. Three years before this 
article, Chun and DaSilva (2002) published their book, Corporate Reputation and 
Competitiveness, in which they identified strong correlations between integrity and 
empathy, revealing that employees displayed the highest preference for this these two 
values followed by customers and managers. As a result, Chun and DaSilva concluded 
that companies should focus on empathy and integrity to elevate customer satisfaction 
levels. 
 
Intelligence and Empathy 
 
The interaction of emotion and thinking has intrigued researchers for many years. 
Positive emotions have been found to encourage exploration and discovery, expand our 
thinking, help generate new ideas, and encourage us to consider various possibilities 
(Kibbar, 2012). Meanwhile, negative emotions also have a place in our lives as they also 
enhance thinking, but in a different way: they encourage a clearer focus and attention to 
detail, motivating search for errors and imperfections (Mayer & Salovey, 1997). How we 
feel, then, impacts our judgment, and the better the mood is matched to the message, 
the more focused our attention (Ho, Sze-Sze, & Chay Hoon, 2011). Overall, our decision-
making and communication processes benefit from incorporating emotional data, 
helping shape rational thought, and therefore, those who are good at using emotions to 
facilitate thinking can be more effective motivators of others (Caruso & Salovey, 2004). 
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As Hüther (2006) posits, it takes intelligence to be empathetic: “Empathy requires a 
tremendously refined level of perceiving and processing other people’s nonverbally 
expressed feelings. The capacity for empathy can only be developed by people who are 
willing, and possess the necessary sensitivity, to place themselves within another 
person’s world of feelings” (p. 114).  
 
The first type of intelligence that comes to mind is Emotional Intelligence (EI) ― as 
previously explained ― specifically as it entails the part of our mind that is attuned into 
feelings. Mayer and Salovey (1997) define Emotional Intelligence as the ability to 
perceive emotions accurately, use emotions to enhance thinking, understand and label 
emotions, and regulate emotions in one’s self and in others. While EI diverges somewhat 
from verbal intelligence, it is predominantly associated with constructive social 
interactions, while at the same time being inversely related to antisocial behaviors ― 
including abuse of drugs and alcohol resulting in aggressive behaviors (Ivcevic, Brackett, 
& Mayer, 2007). In an effort to discover whether emotionally intelligent people are also 
more empathetic, Martos, Lopez-Zafra, Pulido-Martos, and Augusto (2013) conducted a 
study involving 242 employees in which they found that “the capacity for empathy begins 
with intrapersonal emotional abilities ([…] you must understand yourself to understand 
others). However, the socio-emotional skills (interpersonal aspect of the EI) have some 
predictive power in explaining empathy” (p. 412). Humphrey (2013) summarizes this 
point in his assertion that “both emotional intelligence and empathy are important to 
leadership as well as to people’s well-being” (p. 292). 
 
Yet, when it comes to empathy and intelligence, there are multiple angles of 
interpretation possible, such as the multiple intelligences that Howard Gardner has 
presented: linguistic, logical-mathematical, musical, spatial, bodily kinesthetic, 
naturalistic, interpersonal, and intrapersonal, with a ninth intelligence ― existential ― 
added later (Gardner, 2000; Gardner & Moran, 2006). In this way, “interpersonal 
intelligence processes information related to other people and interacting with them, 
[while…] intrapersonal intelligence processes information about the self” (Gardner & 
Moran, p. 229). More specifically, “interpersonal intelligence looks outward, toward the 
behavior, feelings, and motivations of others” (Gardner, 2011, p. 255). In other words, 
this perspective acknowledges that there are multiple ways in which intelligence can be 
related to empathy. In Gardner’s intelligence frames, both interpersonal and 
intrapersonal intelligence could be considered useful for empathetic senses: 
interpersonal intelligence for the obvious human interaction entailing decoding and 
interpretation of verbal and non-verbal signals transmitted to one another, and 
intrapersonal intelligence, as a personal frame of reference when considering the 
feelings of others.  
 
Empathy and Service 
 
The link between empathy and service naturally follows in part because empathetic 
people are capable of sensing and relating to the feelings, thoughts, and experiences of 
other individuals. In doing so, they oftentimes display a greater level of willingness to 
assist and support others. Assistance and support are forms of service, which may then 
explain the relationship between service and empathy. Yet, this link between empathy 
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and service also works in reverse manner; not only does an empathetic mindset lead to 
greater service orientation, but a serving attitude also augments empathetic sentiments. 
 
In an article with the telling title “No Empathy, No Service,” Tripp (2013) underscores the 
above reasoning in the context of diehard business performance by explaining that 
profits no longer emanate from increased productivity, but from serving stakeholders, 
which in turn, requires empathy. Tripp clarifies that empathy can provide us with the will 
and creativity to find opportunities to enhance our value through serving. She illustrates 
this assertion by mentioning a wide variety of service-oriented business entities, 
including Universal Studios, Apple, Coke, and even Tire Discounters. All have striven to 
identify and anticipate the needs and desires of their customers in such a way as to 
provide them with such well-attuned service ― thereby rendering them loyal customers.  
 
We are using personal and corporate examples interchangeably to discuss empathy or 
lack of it in this paper because we adhere to the perspective that business entities are 
led by humans, and that the behavior of businesses is determined by the presence or 
absence of empathy in their leaders. Wieseke, Geigenmüller, and Kraus (2012) support 
this notion by first hypothesizing that any work environment where there is an 
atmosphere of understanding, courtesy, and reciprocal attentiveness will lead to 
rewarding service outcomes, while refusal to connect and inability to relate will likely only 
lead to dissatisfaction, anger, and frustration. Wieseke et. al. (2012) subsequently 
present findings from a quantitative study, conducted among 214 employees and 752 
customers at 93 travel agencies. The results confirmed that positive relationships 
between internal and external stakeholders (in this case, employees and customers) 
lead to symbiotic interactions, enhancing mutual empathy and generating greater 
satisfaction and loyalty. 
 
Limitations and Implications 
 
This empirical study was exploratory and therefore had several limitations. Consequently, 
generalizing its results is cautioned, as they may be sample-specific. This study was 
based on a convenience sample of 191 datasets. During the time of this study (2008 – 
2013), all participants were enrolled in an undergraduate business degree program at a 
small private university in Southern California. Data on participants’ academic 
concentrations (management, accounting, or marketing) were not collected, nor were 
those of their ethnic backgrounds or the extent of their professional experience. 
 
Unquestionably, empathy is a valuable business commodity, and for those of us to whom 
it does not come naturally, there is good news ― it can be cultivated. Martinuzzi (2009) 
compares it to a muscle which strengthens with repeated use. According to Cohen 
(2012), schools should focus on nurturing empathetic practices in their business ethics 
courses instead of emphasizing moral reasoning as a tactic for creating mutually-
favorable outcomes. According to this author, the reason for unethical behavior is not 
poor ethical reasoning, but rather the lack of understanding and caring about what 
others feel because we have never had similar experiences. As such, taking a personal 
interest in others, practicing being fully present, listening, and tuning into non-verbal 
communication clues are paths to training our “empathy muscles” (Martinuzzi, 2009).  
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Fittingly, Wilson (2011) found that service learning enhances empathetic behavior in 
college students. When considered in that context, “empathy is framed as a type of 
understanding that students can achieve through service-learning (SL) opportunities” 
(Wilson, 2011, p. 207). Wilson explains that many institutions of higher education have 
adopted service-learning programs in order to stimulate personal and social 
development in students ― all of which establishes solid foundations for empathetic 
thinking. Engaging in these types of service- learning projects helps students prepare for 
a new way of contemplation and engagement; they will be able to better identify 
commonalties of thought and experience with others (Wilson, 2011). Concurring with 
Wilson are Sabbaghi, Cavanagh, and Hipskind (2013), who similarity evaluated the 
diverse effects of service learning, and found that “by doing good for others, true 
empathy develops”(p. 128). 
 
It is increasingly apparent that businesses which do not espouse a greater purpose than 
generating profit will have a difficult time maintaining relationships with their investors, 
customers, and surrounding communities. But when an enterprise is in tune with the 
needs of its customers, it can provide solutions that meet the needs of many, often 
resulting in robust profitability. A study by Boulouta (2011) highlights the importance of 
corporate social responsibility strategies in delivering mutual benefits for the 
organization and for society proper. Boulouta suggests that companies, which espouse 
empathy-based moral reasoning are more likely to be socially and economically 
successful. Being attuned to and empathetic toward stakeholders’ needs helps 
businesses formulate and hone strategies. 
 
Locally and internationally, there are ongoing discussions about how to imbue the growth 
of graduate qualities, such as authenticity, creativity, and civic mindedness, into 
business degree programs. Empathy, as an ability to understand oneself and others 
(Eisenberg & Strayer, 1987), can be developed (Eriksen, 2009) through various learning 
activities. Social- psychological interventions for learning offer a possible path for 
developing cognitive empathy (Walton, 2014). Without detracting from efforts spent on 
introducing leadership-related content, constructive activities will provide students with 
opportunities to develop qualities like empathy and leadership, which are essential to 
their intended professions and important for being able to critically analyze information 
and make decisions.  
 
Empathy starts with awareness of the thoughts and feelings of others. In a business 
school context, this means being present ― seeing and hearing what is going on. 
Effective listening, then, undoubtedly plays an important role in developing one’s sense 
of empathy. Unfortunatley, few business school curricula give development of student 
listening skills much emphasis. Indeed, college reading, writing, and speaking classes 
are part of all general education curricula; we would be hard pressed to locate a course 
completely dedicated to listening at any level. Consequently, as part of the quest to 
develop empathetic business leaders, it would be prudent ― in addition to incorporating 
service learning into the curricula ― to integrate learning experiences that encourage 
students to hone their listening and interpretation abilities. Additionally, materials that 
illustrate how managers who are mindful of their internal beliefs and feelings lead more 
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productive teams can be developed and practiced. Students can benefit from lessons 
which stress how effective managers ask questions, seek information, and use all 
available resources to be mindful in all aspects of a situation. 
 
Furthermore, successful implementation of a curricula emphasizing empathy early in an 
academic career may facilitate students’ choices of more appropriate areas of academic 
concentration for their studies. This may later extend to a choice of career 
complementary to their emotional ability profiles. Committing  resources to academic 
and business careers befitting not only aspirations but also strengths early in life would 
save students, univerisities, and society unneeded pain and disappointment, while 
redirecting students along more satifactory paths. 
 
Future researchers might consider examining the phenomenon of empathy further by 
enriching the current data through study replication with a demographically-different 
population, as well as by investigating possible relationships between gender and 
empathy and business concentrations and empathy. A deeper exploration of the 
relationship between an awareness of the importance of empathy as it relates to gender 
and/or ethnic backgrounds would contribute toward a better understanding of 
leadership effectiveness within the diverse body of business students. Over time, 
educators and practitioners who plan to enhance their curricula by incoroprating 
instruction focusing on empathy and leadership could continue to measure potential 
effects of these changes in their students.  
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Human Resource Professionals as Strategic Leaders — 
A Behavioral Opportunity for Improving Information Management  
 
Introduction 
 
Over the past two decades, the leadership role of Human Resource Professionals (HRPs) 
has evolved significantly as organizations have felt the pressures of increased global 
competition, economic belt-tightening, and disruptive innovation (Ulrich & Brockbank, 
2005; Pfeffer, 1998; Christensen, 2016.).  Although Human Resource Management 
(HRM) has the potential to play a significant leadership contribution in transforming 
organizations, that leadership role has frequently been underutilized and is often the 
result of HRPs failing to fully understand their strategic purpose, the tools required to be 
truly effective, and the underlying behavioral nature of information management 
(Caldwell, et al., 2011). 
 
The purpose of this paper is to identify how HRPs can contribute a leadership role in the 
behavioral elements of HRM information management in the modern organization. We 
begin by reviewing key strategic tasks of HRM as identified by leading scholars and 
practitioners who have described that evolving behavioral role. We then identify 
problems which HRP leaders must address to enable organizations to more fully utilize 
HRM information in expending their human capital.  We present eight, behaviorally-
related propositions about HRM information management that can enable HRPs to 
enhance the strategic effectiveness of their organizations.  We conclude by identifying 
four contributions of this paper to HRM literature and the leadership role of HRPs. 
 
The HRM Strategic Tasks 
 
In serving staff and line departments and functions within an organization (Gomez-Mejia 
& Balkin, 2015), HRM has been increasingly viewed as an underutilized resource for 
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organization success.  Although HRPs have been encouraged to increase their 
leadership contribution, a 2015 study declared that HRM is “largely underprepared to 
address the issues critical to achieving the most important enterprise goals, including 
innovation, workforce strategy, and leadership” (Bression, DiRumaldo, & Osle, 2015, 1).  
Other scholars have agreed (cf. Ulrich, et al., 2012) noting that fundamental leadership-
related HR competencies must be acquired for organizations to compete successfully in 
a competitive global arena.  Becker and Huselid (1999) indicate that the following three 
key strategic functions are critical for HRPs to contribute to a primary leadership role: 1) 
establish an organizational culture which is aligned with the strategy of the organization, 
2) demonstrate operational and professional competence in conducting key HRM tasks, 
and 3) create an HRM structure and capability to serve other departments as business 
partners who understand the needs of those departments.   
 
Caldwell and colleagues (2011) describe HRP leaders as highly committed ethical 
stewards who owe a broad set of duties to their organizations and to the individual 
departments therein. They further cite six principal leadership responsibilities which 
characterize such leaders as: 
  
1) complying with correct principles (e.g., best HRM practices and leadership skills); 
2) seeking to achieve both the best interests of the organization and the welfare of 
employees; 
3) creating partnership relationships with employees in pursuit of noble goals; 
4) establishing an organization that emphasizes constant learning, the pursuit of 
truth, and continuous improvement; 
5) serving employees and treating them as valued “Yous” rather than impersonal 
“Its”; and 
6) giving employees credit for their achievements and accepting appropriate 
responsibility for ineffective systems problems that create errors. 
 
HRPs must evaluate their success in terms of their ability to achieve strategic alignment 
relative to their own firm’s performance, rather than simply seeking to benchmark firm 
efficiencies compared to the results of other organizations (Becker & Huselid, 2003, p. 
57).  HRPs must clearly understand the complex nature of an organization, how 
employees at all levels add value, and how the HRM role can create systems and 
processes that fit within an organization’s context and purposes to optimize the 
achievement of that organization’s mission and goals (McLean & Collins, 2011). 
 
HRPs play a leadership role which must be measured based upon their success in 
helping other departments as well as the entire organization to achieve its goals — in 
sharp contrast to the roles performed by many HRPS who function solely as personnel 
technicians, benefits administrators, or hiring resources, abdicating their potential 
leadership contribution.  While technical HRM tasks are each incrementally important, 
they fail to address the leadership obligation to contribute to the effectiveness of an 
organization in achieving its strategic mission and effectively utilizing human capital as 
principal resources (Becker & Huselid, 2005). 
 
The HRM Information Management Contribution 
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In this section, we explain the critical role of the HRM information management system 
(HRIS) as a behavioral resource which enables a firm to achieve its strategic priorities. 
An HRIS seeks to integrate HRM activities with information technology into a common 
data base, not only to improve the ability to analyze that information, but also to track 
key indicators of organizational performance associated with managing people and 
addressing the primary factors that motivate human performance (Mathis & Jackson, 
2016 p. 36).  We examine five key behaviorally-related leadership problems which HRIS 
systems must address in making strategic contributions to a firm and offer eight 
important propositions to test as HRIS systems address those primary problems. 
 
Understanding Value Added 
In achieving the key strategic goals of any organization, employees at all levels must 
clearly understand how their individual contributions create wealth or add value in 
accomplishing an organization’s mission (Coyle, et al., 2016).  At each step in the value 
chain, employees add worth to the service or product being provided to customers and 
HRM staff must clearly understand that value-added process in order to support the staff 
and line functions of an organization (Gomez-Mejia, Balkin, & Cardy, 2015, Ch. 2). The 
job analysis process can clearly assist employees in understanding their workplace roles 
and tasks performed. But job descriptions and performance measurement systems can 
also be powerful tools in helping each employee to understand his or her role in 
recognizing how value is added and wealth created for an organization (Gomez-Mejia, et 
al., 2015, Ch. 7). HRPs play a key leadership role when they integrate HRM systems so 
that employees at all levels fully understand how they contribute to an organization’s 
ability to create value and achieve its strategic mission. 
 
Aligned performance measurement systems, such as the team compensation program 
developed by firms like NUCOR Steel, equate value added with compensation and 
recognize that teamwork and partnering play a major role in the creation of 
organizational wealth (Pfeffer, 1998, 44-47). Boudreau and Berman (1991) explain that 
understanding the relationship between performance measurement and wealth creation 
has enabled supervisors and employees to increase their ability to achieve the strategic 
objectives of a firm and its value-creating capacity. By helping employees and 
supervisors to understand this relationship, HRPs enhance the focus of a firm, its 
employees, and its respective departments in directing their efforts to the 
accomplishment of key tasks essential to creating this value added. 
 
As Lancaster (1995, B1) observed more than twenty years ago, many organizations fail 
to recognize how their employees contribute value and treat those employees like raw 
materials or commodities, rather than human beings. Understanding where employees 
fit in the strategic functioning of a firm and the training that is required to help each 
employee to comprehend his or her respective roles more clearly are valuable 
contributions that HRPs make to enable the modern organization to compete in today’s 
global marketplace.  Consistent with the importance of that employee contribution to 
value added, we present our first two propositions: 
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P1: HRPs who create information systems that assist departments and employees to 
measure employee contributions to wealth creation in the supply chain enable their 
firms to improve performance more than HRPs who do not create systems that 
measure value added. 
 
P2: HRPs who create information systems that assist departments and employees to 
identify where training will improve the ability of employees to add value in the 
supply chain enable their firms to improve performance more than HRPs who do not 
identify those training opportunities. 
 
Correlating Roles with Expectations 
A critical advantage of quality information systems is their ability to improve the 
communication process between managers and supervisors (Haines & Petit, 1997). This 
communication connection is critical to the strategic alignment of organization tasks and 
keeping employees focused on their primary responsibilities (Grensing-Pophal, 2015).  A 
key source of this important information is derived by asking employees and managers 
to independently rank the most important performance outcomes of job responsibilities 
and then compare those lists and their relative order (Lawson, 2007). Typically, the 
importance of key outcomes is not initially understood and this comparison process 
eliminates employee misunderstanding about strategic priorities. Wise leaders recognize 
the value of this outcome comparison process and use it as a means for not only 
improving communication, but for identifying how the supervisor can help employees to 
be more effective. 
 
The role of the HRP includes assisting each manager or supervisor in the process of 
conducting effective coaching interviews, showing them how to create a list of key 
outcomes by using the job analysis, and emphasizing the importance of creating a 
coaching partnership as part of their departmental culture and climate (cf. Hamlin, 
Ellinger, & Beattie, 2008). The role of coaching for organizational supervisors builds 
employee trust and commitment and demonstrates that the organization is committed to 
employee success in addition to improving alignment and the content of internal 
communications (Joo, Sushko, & McLean, 2012).  A fundamental insight here is that 
creating an effective HRM management information system is as much behaviorally-
oriented as it is data-oriented.  Consistent with our research about the alignment of 
employee and supervisor roles, we offer our third proposition: 
 
P3: Companies with HRPs who create information systems that engage supervisors 
and employees in a coaching partnership to identify shared perspectives about job 
outcomes will enable their companies to be more profitable than companies that do 
not create such information management and coaching systems. 
 
Aligning Strategic Contributions 
 
The strategic success of an organization typically reflects the extent of the alignment of 
that organization’s HRM systems, processes, practices, and values with the 
organization’s mission and values (Pfeffer, 1998; Caldwell & Floyd, 2014). High 
performance and high commitment organizations build trust and increase alignment 
when employees are treated as valued partners (cf. Beer, 2009; Block, 2013).  HRM 
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information management systems that generate information about both the behavioral 
and the statistical information related to the strategic objectives can be useful in 
measuring individual employee judgment and team cooperation in addition to 
performance production, unit cost, and return on investment information (Ellinger, et al., 
2009; Whitmore, 2010).  Only when those systems are properly aligned will an 
organization send clear and consistent messages to their employees. 
 
Using feedback about employee, department head, supervisor, and top management 
team satisfaction with the quality, as well as the efficiency, of key behavioral indicators 
enables an HRP to act on that information to develop improved HRM systems and 
processes; improve the quality of supervisor, top management, and employee training; 
and focus the organization on aligning its espoused values with how employees are 
actually treated (Schein, 2010).  Because the HRM role is a support and service role, the 
wise HRP acknowledges that (s)he owes each employee a “covenantal” set of duties and 
obligations to help that employee to achieve his or her highest potential (cf. DePree, 
2004).  Treating employees as commodities — or as “Its” rather than as valued “You’s” — 
rather than individual persons destroys trust, lowers commitment, undermines 
performance, and stagnates creativity and extra-mile organizational citizenship behavior 
(see Lancaster, 1995; Pfeffer, 1998; Buber, 2013). Consistent with this research about 
measuring strategic contribution, we suggest two more propositions: 
 
P4:  Companies with HRM information systems that generate performance measures 
that align human behavior and statistical formation in making strategic HRM 
decisions are more profitable than companies that do not align their HRM 
information systems in that manner. 
 
P5:  Companies with HRM information systems that are used to assess employee 
attitudes about organizational values and that align HRM values with the strategic 
values of the organization are more profitable than companies that do not align their 
HRM information systems in that way. 
 
Generating Performance Information 
 
The reality in generating performance information is that there is a natural tendency to 
focus on 1) information that is already readily available, and 2) information that can be 
quantified — even when data is not necessarily relevant to what is a valid measure of the 
goal or goals to be achieved. Stephen Kerr’s (1995) classic paper, “On the Folly of 
Rewarding A While Hoping for B,” is an ideal example of this common measurement 
error. Key strategic information for organizations is often behaviorally-oriented and 
subjective in analysis. For example, a firm often succeeds because it meets the needs of 
its customers and creates a reputation for unfettered trust over the long term (Collins & 
Porras, 2004) as opposed to manipulating accounting figures to create a quarterly 
balance sheet that actually misrepresents its financial position (cf. Feng, et al., 2011). 
 
Creating useful HRM-related performance information begins with asking the right 
questions and confirming that the process of measuring desired information is valid and 
reliable (Wall, et al., 2004).  Addison and Belfield (2001) acknowledged that subjective 
data is commonly chosen in evaluating HRM performance outcomes. Performance 
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measurement systems in many organizations are notoriously deficient, as are 
performance-based compensation systems (Deming, 2000). Many such systems 
promote deception, massaging of information, and self-destructive behaviors that can 
substantially misrepresent problem areas to management but that are built into systems 
that are self-serving for those who are responsible for reporting (cf. Kohn, 1999; Kerr, 
1996; Callahan, 2004). Consistent with the research about the challenges in generating 
valid and reliable HRM-related performance information, we offer our sixth and seventh 
propositions: 
P6: Companies with HRM information systems that generate performance measures 
that are not carefully designed to confirm the validity and reliability of those 
measures, consistent with an organization’s strategic goals, are likely to create 
invalid measures of organization performance that distort actual measures of 
effectiveness. 
 
P7: Companies with HRM information systems that focus entirely on statistical 
measures of organization performance are likely to create invalid measures of 
organization performance that distort actual organizational wealth creation. 
 
Distributing Key Performance Information   
According to Pfeffer (1998) and Beer (2009), a critical element of building high 
performance organizational cultures is the degree to which firms share key performance 
information with employees organization-wide.  For many years, firms adopted a “need to 
know” basis for sharing performance information with employees, assuming that most 
employees were 1) not interested in, 2) not able to properly understand key information, 
or 3) prone to inappropriately share information with others outside the organization. 
Information was commonly viewed as “confidential” and “proprietorial,” and firms 
tended to be secretive in what they shared with their employees (Pfeffer, 1998). 
 
In sharp contrast, today’s employees need to be thought of as “owners and partners” in 
the process of creating wealth, going the extra mile, being innovators, and creating new 
insights as members of learning organizations (cf. Christensen, 2016; Block, 2013; 
Senge, 2006).  For organization members to be truly effective, they must be empowered, 
trusted, and provided with the information and resources required to perform their jobs 
effectively, stay in touch with innovations in their field, and track organizational wealth 
creation and cost savings opportunities within their scope of work (Beer, 2009).  
Consistent with this need for sharing information with employees organization-wide, we 
offer our eighth proposition: 
 
P8: Companies with HRM information systems that share key performance 
information with employees throughout their organizations are likely to be more 
profitable than similar organizations that do not share such information. 
 
Contributions of this Paper 
 
With regard to the important task of creating and utilizing management information in 
HRM, we argue that this paper contributes four important maxims: 
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 We reaffirm the need for reevaluating the importance of the HRPs leadership role 
in using behaviorally-related management information as a critical strategic 
element of effective organizations. In making this affirmation, we emphasize that 
HRIS information must match the behaviorally-related leadership strategic 
functions of HRM by 1) creating a management culture aligned with the strategy 
of the organization, 2) developing HRM operational and professional competence 
in conducting key HRM tasks, and 3) designing an HRM structure and capability 
to serve other departments as business partners who understand the needs of 
those departments (Becker & Huselid, 1999).  We note that these three 
leadership roles are often not effectively performed by many existing HRPs in the 
modern organization. 
 
 We identify eight testable propositions associated with HRPs and HRM 
information management which are of value to both practitioners and scholars.  
Although much has been written about HRM and the role of HRPs, the evidence is 
clear that many organizations give lip service to the importance of their 
employees, but often treat them in a manner which is both counterproductive to 
the strategic goals of the firm and harmful to employees.  Understanding the 
behavioral implications of information management is critical to effective 
organizational leadership. 
 
 We emphasize the behavioral nature of HRM management information and the 
importance of integrating information management systems with important 
behavioral principles which have been proven to be valid. An increasing body of 
research associated with organization improvement confirms that treating 
employees as valued owners and partners is essential in integrating managing 
information and empowering employees (Block, 2013; Christensen, 2016; Beer, 
2009; Cameron & Spreitzer, 2012).  This evidence clearly affirms the importance 
of value-based, highly ethical, and trust-based leadership. 
 
 We affirm the importance of HRPs as leaders and key actors in the strategic role 
of HRM if organizations are to be optimally effective. The effective utilization of 
employees is often misunderstood in the modern organization as employees are 
viewed as cost centers rather than as the key contributors to organizational 
wealth creation.  Although HRPs have the opportunity to make profound positive 
impacts on their organizations, they must first appreciate and apply the key tasks 
associated with strategic information management to maximize that contribution. 
The HRP role is inherently a behaviorally-based role that is crucial to building 
organizational commitment and morale. 
 
Conclusion 
 
The roles of HRPs in the strategic success of any organization make a significant 
behaviorally-related leadership contribution that serves the entire organization. It is 
ultimately dependent upon evidence-based, behavioral information that measures and 
assesses strategic outcomes associated with HRM’s three key priorities. Ultimately, the 
HRM function serves a critical behavioral role in understanding the degree to which an 
organization’s systems, policies, and processes create trust and commitment with that 
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organization’s employees.  HRPs are most effective in their strategic contribution when 
they understand the value of management information and can evaluate and articulate 
that information as they assist management leaders and the Top Management Team. 
 
HRPs do far more than oversee personnel-related systems and processes. Their role 
encompasses the ability to clearly understand the ways in which employees add value to 
the organization and the importance of creating an organizational culture that treats 
employees as valued partners. Understanding the organization’s mission, identifying the 
challenges facing employees, and developing information systems that facilitate 
achieving key outcomes are necessary elements of HRM systems. Those elements help 
to create a positive environment that promotes employee growth, engages employees as 
full partners, and demonstrates a commitment to employee needs. 
 
Utilizing management information to accomplish those objectives is a critical part of the 
successful functioning of HRM systems and wise HRPs will strive to identify the key 
behaviorally-related information that needs to be understood, measured, and evaluated 
to enable organizations to optimally achieve their strategic goals. But HRPs will only be 
successful as contributing organizational leaders when they fully appreciate their 
strategic leadership contribution. 
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Abstract 
The purpose of this paper is to encourage students and scholars in the field of ethics to 
re-think and develop new approaches concerning the actual practice of ethical 
leadership. While many authors have written on the subject of leadership values and 
ethics, this paper examines, in particular, the works of Aristotle, James Burns, James 
O’Toole, John Kotter, Edgar Schein, as well as other notable scholars. Additionally, it 
attempts to add to the body of knowledge an ethical leadership approach that could 
assist those in positions of power and influence to more effectively link theory to 
practice. The author argues that a leader who espouses and upholds values in an 
organisation is not sufficient to transform a corrupt system. This individual must indeed 
directly model the desired behaviour, create a sense of urgency within the entity to 
develop and embrace a new principled culture, and form a team of like-minded co-
leaders and followers. The paper postulates that the application of the Theory of 
Mechanical Advantage would help usher an organisation into a state in which a firm 
foundation for ethical leadership could be established. This paper finally formulates 
what the author refers to as the Law of Pseudo-Revolutionary Change which states that 
change that does not directly impact the core of the organisational culture never effects 
real and fundamental change within that entity. 
 
Introduction 
Background and Philosophical Underpinning 
 
The study of ethical and values-based leadership has gained prominence over the last 
three decades as exemplified by scholars who have made notable contributions to this 
field of inquiry (e.g., Burns, 1978; O’Toole, 1996; Dean, 2008). Ethics is often regarded 
as synonymous with morality, i.e., the science or theory of moral practices. It is also 
perceived as defining the character or ethos of an individual, a group, or even an entire 
society (Agim & Johnston, 2009). It has been opined that morality originates from social 
practices while ethics, as a science, is considered a rational endeavour that gives 
justification for behaviour (Harsanyi, 1977). 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
55 
L
E
A
D
E
R
S
H
IP
 
 
Ethics is a branch of philosophy that attempts to offer a rational explanation to the 
question of how humans should live best (Rorty, 1993). According to Aristotle (as 
translated by Ross W. D. Kitchener, 1999), ethics and politics are two related, yet 
separate areas of study. Ethics examines the good of the individual while politics 
examines the good of the city-state. The philosopher argues that the man who 
demonstrates excellence in character does the right thing, at the right time, and in the 
right way; hence, virtue is practical. Aristotle claims that the right course of action 
depends on, and is fundamentally determined by, the details of a particular situation 
rather than the mere application of a law. 
 
Historically, scholars and philosophers have explored the determinants of ethical living. 
More recently, there has been a growing interest in the subject of ethical leadership. 
Arguments advanced have focused mainly on the perspective of a theoretical 
philosopher as opposed to the application of ethics in the life of an individual occupying 
a leadership position. Even in the case of Aristotle and his predecessors ― Socrates and 
Plato ―- the more elastic manner used to address how best to live advocates the wisdom 
of life philosophy as opposed to the how-to-render-a-decision approach at both the 
individual and nation-state levels (Williams, 2011).   
 
Aristotle’s ethical discourse laid the foundation of inquiry into political and leadership 
study. He held firm that the good of the individual is subordinate to the good of the city-
state. This formed a strong basis for developing ethical leaders who subordinate their 
self-interests for the sake of their followers and the constituents they serve. Aristotle’s 
own sense of appropriate ethical behaviour mandates that people should cultivate a 
virtuous character as a pre-condition for attaining happiness or well-being. He believed 
that ethical knowledge rise above mere theory and be demonstrated and experienced in 
life. Essentially, people should pursue the highest good in all aspects of life and in so 
doing, the consequences will be positive and pervasive (Aristotle, 1999).  
 
Aristotelian virtue is defined in Book II of the Nicomachean Ethics as a purposive 
disposition, lying in a mean and being determined by the right reason. Virtue “lies in a 
mean” because the right response to each situation is neither too much nor too little. 
Virtue is the appropriate response to different situations and agents while virtues are 
directly associated with feelings and emotions. For example, courage is associated with 
fear, modesty with shame, and friendliness with attitudes about social conduct. Virtue 
lies in a mean (and is viewed as appropriate) because it involves displaying an average 
amount of emotion. This does not imply that the right amount is a modest amount. 
Sometimes quite a lot may be the appropriate amount of emotion to display, as in the 
case of righteous indignation. Ostensibly, the mean amount is sensitive to the 
requirements of the person and the circumstances of the situation (Aristotle, 1999). 
 
Moral theories are linked with highly subjective “right” and “wrong” behaviour. This 
subject area of philosophy deals with practical concerns about how to act. However, 
virtue ethics changes the kind of question typically posed about ethical actions. Where 
deontology and consequentialism are directly related with what is the right action, virtue 
ethics is concerned with the good life and what kind of people we need to be. “What is 
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the right action?” is a significantly different question than “How should I live/What kind 
of person should I be?” Where the first question deals with specific dilemmas, the 
second concerns an entire life. Instead of asking what is the right action here and now, 
virtue ethics asks what kind of a person one should be in order to act correctly on a 
consistent basis (Rest, 1986). Deontology and consequentialism are based on rules that 
try to give us the right action; virtue ethics makes central use of the concept of character. 
The answer to “How should one live?” that is, having a virtuous character, is very 
fundamental. Modern virtue ethics takes its inspiration from the Aristotelian 
understanding of character and virtue. Aristotelian character refers to a state of being, 
that is, having the appropriate inner states. For example, the virtue of kindness involves 
emotions related to feelings and actions towards others. Character is also about doing. 
Aristotelian theory is a theory of action, since having the virtuous inner dispositions will 
also involve being moved to act in accordance with them. Realizing that kindness is the 
correct response to a situation and feeling appropriately kindly disposed will also lead to 
a corresponding attempt to act kindly (Zagzebski, 1996). 
 
Ethical leadership begins with the way leaders perceive and conceptualize the world 
around them as well as how people conduct their affairs as moral agents at individual 
and organisational levels. It also refers to how leaders are to influence and model 
behaviour that is moral and ethical in organisational processes and outcomes. While 
ethical laws and codes of conduct can prescribe how people should conduct themselves, 
observing behavioural standards and practices of leaders and managers could reveal a 
different outcome from the one intended by laws and codes of conduct (Johnson, 2003). 
Ethical leadership produces valuable outcomes to an organisation and helps create a 
positive image, resulting in immense organisational benefits. These include being viewed 
favourably by stakeholders, attracting top talent, and being considered as an employer of 
choice. The organisation also witnesses high customer loyalty as it secures repeat 
customers who value such ethical practices as honesty and transparency. Ethical 
practices are also viewed as a form of “goodwill” for a business which can contribute 
significantly to a sustained competitive edge. Conversely, the costs of misconduct on the 
part of those entrusted with guarding public interests and resources are significant. 
These costs include the loss of trust and confidence in public institutions, businesses, 
and governments; they also signal a loss of precious resources meant to support the 
economic and social development of nations and people (Bertucci, 2000). 
 
Moral education and development constitute a major part of virtue ethics. Moral 
development, at least in its early stages, relies on the availability of exemplary role 
models. The virtuous agent acts as a role model and the student of virtue emulates his 
or her behaviour. Initially, this is a process of habituating oneself in right action. Aristotle 
advises us to perform just acts because this way we become just. The student of virtue 
must develop laudatory habits so that s/he tends to perform virtuous acts. Virtue is not 
itself a habit. Habituation is merely an aid to the development of virtue. True virtue 
requires choice, understanding, and knowledge. The virtuous agent doesn’t act justly 
merely as a result of an unreflective response, but has come to recognize the value of 
virtue and why it is the appropriate response. Virtue is chosen knowingly for its own sake. 
The development of moral character may take an entire lifetime. But once it is firmly 
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established, one will act consistently, predictably, and appropriately in a variety of 
situations (Rest, 1986). 
 
In the first book of the Nicomachean Ethics, Aristotle warns us that the study of ethics is 
imprecise. Virtue ethicists have challenged consequentialist and deontological theories 
because they fail to accommodate this insight. Both deontological and consequentialist 
type theories rely on one rule or principle that is expected to apply to all situations. 
Because their principles are inflexible, they cannot accommodate the complexity of all 
the moral situations we are likely to encounter (Aristotle, 1999). 
 
Individuals and organizations are, and will forever be, faced with moral dilemmas. If the 
problems are varied, we should not expect to find solutions in one rigid and inflexible 
rule that does not recognize exception. If the nature of the problem is diverse and 
changing, then the answer will be compromised if it is inflexible and unyielding. The 
answer to “how should I live?” cannot be sufficiently addressed perfunctorily, using a set 
response. At best, for virtue ethics, there can be rules of thumb ― rules that are true for 
the most part, but may not always constitute an appropriate response (Athanassoulis, 
2013). 
 
The doctrine of the mean captures exactly this idea. The virtuous response cannot be 
circumscribed in a singular rule or principle to rotely produce principled behaviour 
(Beauchamp & Childress, 2001). Knowing virtue is a matter of experience, sensitivity, 
ability to perceive, ability to reason practically, and furthermore, takes a long time to 
develop. The idea that ethics cannot be captured in one rule or principle is known as the 
“uncodifiability of ethics thesis” (Van Manen, 2015). Ethics is too diverse and imprecise 
to be captured in a rigid code; we must, therefore, approach morality with a theory that is 
as flexible and as situation-responsive as the subject matter itself (Beauchamp & 
Childress, 2001).  
 
Review of Related Literature 
 
Many countries have developed laws to criminalize bribes to public officials, provided for 
financial disclosures and wealth declarations, and created independent, anti-corruption 
entities ― all aimed at promoting integrity in organisations (Armstrong, 2005). A United 
Nations report (2000) observed that in this new era of heightened expectations, 
governments must go beyond investigation, prosecution, and punishment of misconduct. 
The report argues that reliance on prosecution for public corruption is an admission of 
systemic failure. Governments should be more focused on prevention and changing the 
behaviour of people serving in public service. Large numbers of arrests and prosecutions 
do nothing to reinforce the public’s belief in the fairness and legitimacy of governmental 
institutions. Governments must have preventive measures in place that not only lessen 
the burden of law enforcement, but also maintain high levels of public confidence 
(Durkheim, 2013). 
 
The great debate among scholars focuses on what constitutes leadership that makes a 
difference and moves people to a whole new arena. Zand (1997) argues that people 
once stood in awe of electricity until scientists identified and harnessed its three basic 
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variables: voltage, current, and resistance. Likewise, people marvel at the achievements 
of successful leaders such as Richard Branson at Virgin, Lee Iacocca at Chrysler, or Jack 
Welch at GE, and wonder how they did it. Zand dispels the mystery surrounding 
leadership so that managers at all levels ― from the CEO to the shop supervisor ― can 
develop the skills needed to lead effectively. DePree, M. (1989) argues that the signs of 
outstanding leadership appear in the followers. He asserts that leaders need to allow 
space and freedom so that followers can grow into their full potential. Great leaders 
must make a commitment to provide the required leadership that will yield results that 
matter most to their followers. A covenant must rest on a shared commitment to the 
issues that are of great concern to followers and to the objectives and goals valued by all 
stakeholders. A study conducted by Bennis (2003) revealed that true leaders affect 
culture and are the social architects of their respective organisations. They help create 
and maintain values. According to this scholar, management of trust and management 
of self are the key competencies characteristic of an effective leader.  
 
Zand (1997) highlights the three elements required for effective leadership in today’s 
information-driven organisations: knowledge, trust, and power. Knowledge, Zand argues, 
is essential to decision-making. Leaders must be able to access information about 
customers, products, and processes found throughout the organisation. He argues that 
leaders’ attitudes and behaviours can release (or repress) the flow of knowledge in a 
corporation. In one example provided, company managers suppressed information about 
customer complaints and reprimanded factory workers for suggesting changes which led 
to unintended, yet disastrous, consequences. Trust, he indicates, helps a leader achieve 
open, collaborative communication. Indeed, Zand shows that the degree to which people 
trust leaders determines how much access they will give him or her to their knowledge. 
He further emphasizes that in order for trust to exist, a leader must disclose relevant 
information, share influence, live up to the spirit of agreements, and not abuse power. 
Trust generates productivity and mistrusting groups self-destruct. Zand finally considers 
the element of power by showing how the leader must set the agenda for the firm; s/he 
must select, develop, and motivate those who will implement the agenda objectives and 
examine and adjust individual performance. Equally important, he shows that in today’s 
knowledge-driven corporation, the effective leader rarely issues directives, but instead 
acts more as a consultant or a client. Zand focuses on Chrysler where former CEO Robert 
Eaton, senior managers, and project leaders all collaborated when a new car model was 
to be created or redesigned. After objectives were identified, team members were 
allowed to separately concentrate on completing their respective duties to achieve the 
common goal. Freed from constant second-guessing by top bosses, teams worked 
harder and took greater pride in their work. The leader’s job was to monitor progress and 
provide guidance when necessary. By the mid-1990s, this process at Chrysler was so 
effective that the company’s speed to market and reduction of development costs far 
exceeded its U.S. competitors (Zand, 1997). 
 
Several scholars have identified particular qualities and characteristics of ethical 
leadership. Johnson (2003) observes that ethical leadership must be effective, efficient, 
and excellent if it is not to waste human potential; an individual’s commitment to ethical 
behaviour is not sufficient standing alone to qualify one to be an ethical leader. The 
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ethical leader must also understand and develop the values of purpose, knowledge, 
authority, and trust in the exercise of leadership. These four elements are interrelated 
and failure to attend to any one of them may undercut the benefits of ethical leadership 
(Allio, 2005).  
 
More specifically, the ethical leader must act with organisational purpose as the central 
point of focus. This purpose gives meaning to the leader and to the organisation, 
creating a mutual desire to want to make a difference and leave a legacy. Purpose helps 
followers and their respective leaders to avoid deviating from the core business of the 
organisation and commitment to moral behaviour. The ethical leader is knowledgeable 
and judges and acts prudently. This knowledge resides throughout the organisation and 
its environment, but must be shared by those who hold it. The role of leadership is to 
promote organisational learning and ultimately transform an ordinary organisation into a 
learning organisation (Bennis & Goldsmith, 2013). The ethical leader has the power to 
make decisions and act, but also recognizes that all involved and affected must have the 
authority to contribute what they have toward shared purposes. This is true 
empowerment. According to Bennis (2003), empowerment gives people meaning and 
significance and gives pace and energy to the actual work to be done while empowering 
the workforce. The leader must empower everyone if each individual is expected to 
contribute meaningfully to organisational goals and to uphold requisite values. Finally, 
the ethical leader inspires (and is the beneficiary of) trust throughout the organisation 
and its environment. The main determinant of trust is reliability. Without trust and 
knowledge, people are afraid to exercise their authority. It becomes the responsibility of 
leadership to share the values, model them, and encourage followers to uphold them. 
Studies have shown that people would rather follow individuals they can count on, even 
when they disagree with their viewpoints (Bennis & Goldsmith, 2013). 
 
Invaluable information on ethical leadership is readily available. Yet, even with the 
ubiquitous existence of this information on the mechanisms of promoting integrity and 
fighting corruption in organisations and governments, the moral problem persists and 
continues to make effective and ethical leadership a mirage in many arenas. Moral 
management and leadership challenges extend across cultures, races, and geographical 
locations; international and national organisations have been plagued by corruption and 
bribery scandals ranging from the world of sports to executive boardrooms. Many 
countries continue to witness cases of corruption and the blatant abuse of office even 
with the existence of legal deterrents and codes of good conduct (Armstrong, 2005).  
 
The posing question that continues to linger in people’s minds is: What is it that 
countries and organisations fail to do to promote integrity? There exists a gap between 
professed ethics and the reality in many governments and organisations. This is 
witnessed when leaders communicate incessantly about maintaining a “zero tolerance” 
policy regarding corruption yet do little to contain it. Corruption, for the purpose of this 
discourse, is the intentional noncompliance with expected protocol aimed at deriving 
some advantage for oneself or for related individuals. In essence, misuse of entrusted 
authority for private gain constitutes corruption. It occurs any time that public officials or 
employees abuse the trust placed upon them as public servants for either monetary or 
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non-monetary gain that accrues to them, their friends, their relatives, or to furthering 
their personal or political interests.  
 
Politicians are regarded as direct participants in this process through the use of proxies 
and by holding the executive arm of government hostage, especially when new 
legislation is introduced (Thomas & Meagher, 2004). Powerful businesspeople have also 
been accused of infiltrating governments to influence policies and legislation. This 
becomes a clear case of “State Capture” ― corruption that is aimed at changing the rules 
and regulations for those who favor the interests of the corruptor. The underlying 
assumption is that legislation and public policies are decisively influenced by the bribing 
of legislators by a few very powerful businesspeople. However, it should be noted that 
strong lobbying is an entirely legal and legitimate activity in developed democracies 
(Stapenhurst & Langseth, 1997). 
 
Ethical Leadership Modes 
 
Scholars and practitioners have developed theories and models to address this chronic 
problem that is as old as humanity. Johnson, 2003, for example, has developed a model 
where he postulates that an ethical leader in exercising authority must apply five modes 
or levels of intervention into the judgments and actions of followers. Below is a brief 
description of each. 
 
1. Inspiration. The leader should set a good example so that other committed 
members will contribute their fullest capabilities to achieve organisational 
purposes. This is the lowest degree of intervention by the leader.  
2. Facilitation.  This involves supporting other committed members and guiding 
them where necessary, so that they are able to contribute their capabilities as 
fully as possible (Johnson, 2003). 
3. Persuasion. The leader appeals to reason to convince other members to 
contribute toward achieving organisational purposes. This requires the charisma 
factor on the part of the leader to effectively communicate and inspire the people 
to be committed to required values and behaviours. More important than 
charisma is the ability to create co-leaders. These are people with shared values 
and aspirations, all of whom work together toward common goals. According to 
Bennis (2003), anyone can be a co-leader. All that is needed is talent and an 
organisation that values co-leadership. These co-leaders will supplement the 
leader’s effort in creating an ethical culture. 
4. Manipulation. This involves offering incentives other than the intrinsic value of 
contributing to the achievement of organisational purposes, where commitment is 
lacking. This strategy, however, does not offer a lasting solution as the average 
person will tend to comply in order to enjoy the incentive.  
5. Coercion. The leader forces other members to contribute some degree of their 
capability where they have little or no commitment to do so on their own. This is 
the highest degree of intervention applied to people who are uncommitted to 
change and yet have the required understanding to do so (Johnson, 2003). 
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The gap in these modes of intervention is that the author does not tell us how these 
modes can be applied. As much as these models are very helpful to the reader, how to 
make them a reality in leadership practice remains unanswered. This is especially so 
because leaders face different situations that demand application of different styles of 
leadership. The followers’ level of development and their attitudes also determine the 
leadership style. 
 
Johnson (2003) further argues that the leader must employ the authority granted him or 
her by the organisation to achieve organisational purposes, all while recognising that the 
knowledge needed to exercise this authority resides throughout the organisation and its 
environment. He or she must ensure that the purposes of the organisation are known 
and shared. The organisation must have the capacity to help its members exercise their 
capabilities and keep communication between managers and other employees open and 
honest.  
 
The mode of intervention selected will depend upon the health of the organisation and 
the pressures within its environment. The idea is to inspire others as a steward of the 
vision, values, and excellence of the organisation, as reflected in its culture. Often, 
persuasion and facilitation are required of otherwise capable and committed members ― 
where they are unsure of their own capability. Sometimes even manipulation and 
coercion are appropriate such as where the organisational culture is deteriorating and 
the pressures are intense (Johnson, 2003). 
 
The modes of ethical leadership intervention depend in large part on the organisational 
culture. If the culture allows the organisation to learn and grow within its environment, 
leadership may be largely inspirational. If the culture does not support organisational 
learning and growth within that environment, then manipulative, even coercive, 
leadership might be warranted. Somewhere in between is leadership that is facilitative or 
persuasive. In any event, leaders must make their roles as champions of integrity salient 
and ubiquitous. Otherwise, they and the examples they have established will be lost in 
the pressures of day-to-day life. They must speak in terms of vision, values, and integrity. 
When the leader is not involved in a part of the organisation's business, he or she must 
know who speaks for values and integrity. Moreover, the style of ethical leadership will 
vary with the degree to which it reflects the organisational culture and the urgency of its 
situation in the environment (O’Toole, 1996). Kotter, J. (1995) developed an eight-step 
model with respect to how to implement change powerfully and successfully. He 
postulates that the process of change starts with creating an urgency for change. 
Leadership must initiate honest discussions, providing real and convincing reasons for 
the case for change. Thereafter, leadership forms a team of like-minded individuals to 
guide the transition. 
 
In its least demanding sense, ethical leadership is a stewardship that preserves the 
aspirations and culture of the organisation. In its most demanding sense, it scans the 
community and develops and communicates organisational aspirations ― its core 
purpose, values, and vision of a desired future. Then it persuades, manipulates, and 
coerces its stakeholders to comply until the culture has been fully adopted. 
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In between these extremes, ethical leadership balances (1) achieving the organisational 
aspirations that are realistically attainable at that time with (2) developing the 
organisational culture over time. Johnson (2003) suggests that different styles of 
leadership are necessary to maintain or implement change in the organisational culture 
that is optimal for it to survive and thrive within the organisation's context. The specific 
culture required and the challenges it must face will be suggested by the nature of its 
essential social responsibility and dynamics of its larger community. 
 
According to Block (2013), beliefs and attitudes of people need to change and a shift in 
governance has to happen. This will entail the distribution of power and privilege and the 
control of money. He argues that the ways we govern, manage, and lead are a testimony 
to self-interest. He asserts that authentic service is experienced when the following 
conditions exist:  
 First, there has to be a balance of power. People need to act on their own 
choices. Acts of compliance do not serve those around leaders or the larger 
organisation. Dominance leads to failure. Leaders do a disservice to others when 
they make decisions for them ― even when they are right.  
 Secondly, the primary commitment of leadership is to the larger community. 
Focusing constant attention on select individuals or a small team breeds self-
centeredness and entitlement on the part of the leader.  
 Thirdly, everyone should contribute to defining purpose and deciding what kind of 
culture their organisation will become. Leaders diminish others potential when 
they define purpose and meaning for them, even if followers ask them to do so 
(Block, 2013). 
 Fourthly, there should be a balanced and equitable distribution of rewards. Every 
level of an organisation shares in creating its wealth and expanding its resources. 
When an organisation succeeds in the marketplace, money and privilege need to 
be more evenly disbursed if commitment to service is to have any integrity. 
Without these elements, no genuine service is performed (Block, 2013).  
 
Block’s idea of bringing these tenets into harmony is for people to avoid 
compartmentalising their lives into the personal, work, and spiritual. They should view 
these holistically ― as components forming the whole person. Leaders should see 
themselves as stewards and should, therefore, address the distribution of power, 
purpose, and rewards. According to Block, stewardship represents the seminal idea that 
promises the means of achieving fundamental change in the way we govern our 
institutions. Leaders choose service over self-interest by giving followers choice over how 
to serve; they are willing to be accountable for the well-being of those being led. This 
form of accountability is beyond compliance. Ciulla (1998) argues that power and 
authority in today's world stem not from position or coercion, but from trust, 
commitment, and values shared with those who are led. 
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Methodological Approach 
 
This study adopted a combination of a descriptive design and a case study approach. 
The researcher identified three boards of directors from Kenya’s public sector. The 
researcher used simple random sampling technique to select three boards out of eight 
that had undergone ethics and integrity training. Data were also collected from a senior 
executive’s forum held in Zanzibar comprised of five chief executives and eight senior 
managers drawn from thirteen East African organisations. These CEOs and managers 
were also from public sector organisations which included universities, Roads Authority, 
regulatory agencies, and top public administration officials. Focus group discussion was 
held where information, opinions, and ideas were elicited from the CEOs and managers 
regarding the status of ethical leadership in Africa. The thrust of the discussion centered 
on why it seems so difficult to tackle corruption in Africa and whether leaders should 
think of a new approach to combatting corruption. The researcher facilitated the focus 
group discussion. 
 
Results 
 
These leaders agreed that governments and institutions in many African countries have 
undertaken initiatives to address and dismantle corruption. Many governments have 
anti-corruption laws and their courts and related institutions have codes of ethics. 
However, the force of resistance to change is so strong that leadership seems helpless 
to effectively neutralise corruption. In some instances, the leaders themselves 
perpetrate corruption. There was consensus among the respondents that laws enacted 
to fight corruption are weak and the institutions appear helpless or programmed to 
ensure captured the status quo. They suggested that truly ethical leaders must start 
applying reasonable force to convince corrupt people to change their behaviour. They 
predict that with time, an ethical culture will emerge as transformation starts to take 
place in the lives of previously amoral individuals. These discussions led the author to 
develop a conceptual model of tackling corruption. This model focuses on dealing with 
resistance to change and leadership’s responsibility to exert pressure to address such 
resistance via an equal or greater measure in order for an ethical culture to emerge.  
 
A Conceptual Paradigm: Pre-Conditions for Successful Ethical 
Leadership  
 
The author prescribes a systemic model which hinges on three dimensions, namely: (1) 
integrity management pillars, (2) changing culture to one that is value-based; and (3) 
leader as custodian. These three dimensions are the levers against which ethical 
leadership must be established and allowed to thrive in order to counteract the forces of 
corruption or resistance to change. Implementing these will provide the leader with the 
“how to” principles and practices of ethical leadership. 
 
In the field of physics, levers help create mechanical advantage. They are used so that a 
small force can escalate. This is known in leadership research as working smart, not 
hard. In countries where corruption is entrenched in the culture, the forces against anti-
corruption efforts are quite formidable. Moral managers and leaders must re-think an 
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approach to eliminate corruption and establish a new culture that values integrity and 
accountability and avoids all practices contrary to society’s moral code. These 
dimensions will require synchronization in such a way to build synergy and create 
sustainable momentum to defeat corrupt actions and beliefs.  
 
A lever is a mechanical device used to help move a heavy and firmly-fixed load on one 
end when pressure is applied to the other. For the purpose of this discussion, corruption 
which is entrenched in a culture and resistance to anti-corruption efforts constitute the 
firmly-fixed load. The force against resistance is the ethical leadership practice and the 
leader is the custodian. A lever by itself is not effective until it has something on which to 
pivot. The pivoting mechanism is the fulcrum which helps to lift weights with less effort. 
This leadership model applies the first-class lever where the pivot is located between the 
resistance (corruption) and the force as illustrated below. 
 
Figure 1: Pre-condition for Successful Ethical Leadership 
 
     Resistance                           Pivot         Force   
     Corruption                                   Ethical leadership 
 
 
 
 
Discussion 
 
The pivot consists of pillars of integrity management and cultural transformation. The 
role of leadership will be to create a new culture and put in place three pillars of integrity 
management: instruments, structures, and process. The leader as a custodian of this 
process is the force behind effective transformation of governments and organisations in 
order to promote ethical behaviour. This leader must respond forcefully to the challenges 
posed by a corrupt system. 
  
Pillars of Integrity management must work together and create synergy with leadership. 
For example, instruments which include laws, rules, and codes of conduct help the 
leader to enforce compliance to the required standard of moral behaviour. Offenders are 
sanctioned and this acts as a deterrent to illegal and unethical behaviour. Structures are 
comprised of oversight and compliance-testing mechanisms, as well as mechanisms to 
promote whistle-blowing and handle complaints. Processes focus on institutionalisation 
of structures and instruments, leveraging on technology and their continuous 
improvement to address emerging weaknesses in the fight against immoral behaviour. In 
public service, processes will also include limiting the amount of discretion given to 
public officers in their decision-making. For this to happen, technology will be needed to 
reduce human manipulation in the conduct of business. For example, automation of 
procurement and payment transactions will provide a comprehensive audit trail of all 
transactions; hence, acts of misconduct will be pinned down to specific individuals. 
 
This ethical leadership model focuses on the practice of leadership as opposed to the 
definition and concepts of ethical leadership. Many scholars have discussed extensively 
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what constitutes ethical leadership and what leaders should do. This paper argues that 
certain pre-conditions for success must be in place for this type of leadership to occur. 
The pre-conditions have been referred to as the pivot and the leader as the effort in the 
lever system. Once a leader understands his or her role as the custodian in promoting 
moral leadership and management practice, he or she must go a step further to create a 
fulcrum for effective implementation of ethical practices and creation of a new culture 
that sustains moral conduct in an organisation or a nation. Schein, E. (2004) argues that 
culture is created by shared experience where the leader initiates the process by 
revealing his or her beliefs, values, and assumptions at the outset. By so doing, leaders 
systematically embed their own assumptions in the daily workings of an organisation. 
 
Moral character develops over a long period of time. People are born with all sorts of 
natural tendencies. Some of these natural tendencies will be positive, such as a placid 
and friendly nature, and some will be negative, such as a lying and jealous nature. These 
natural tendencies can be encouraged and developed, or discouraged and thwarted, by 
the influences one is exposed to during youth. There are a number of factors that may 
affect character development, such as one's parents, teachers, religious institutions, 
peer groups, role models, level of encouragement and attention one receives, and 
exposure to different situations. Our natural tendencies ― the raw material we are born 
with ― are shaped and developed through a long and gradual process of education and 
habituation. This is where ethical leaders have an opportunity to influence change in the 
moral disposition of followers. 
 
Having followed what previous scholars have written about ethical leadership, this paper 
is designed to extend debate on what would constitute ethical leadership pre-conditions 
for successful practice. Research respondents indicated that many organisations that 
have claimed fundamental change limit their focus to building physical infrastructure 
and changing organisational structure, processes, and systems. While this plays a 
significant role in shaping people, fundamental change that neglects the human side of 
things only leads to unsustainable change efforts. As a result of information and opinion 
analysis regarding many organisations that have followed this path, the author has 
formulated the self-termed “Law of Pseudo-Revolutionary Change” which states that 
organisational change that glorifies infrastructural and processes change overlooks the 
fundamental and genuine change in people and culture. The result is a pseudo-
overhauled institution that is fundamentally weak.  
 
Conclusion 
 
This paper argues that ethical leaders are only one part of creating a culture that abhors 
and rejects corruption. They must do more than just being exemplary individuals and 
persuading others to demonstrate like behaviour. They must establish a fulcrum and 
exert sufficient effort to genuinely change people and culture. As discussed previously, 
virtue is a settled disposition. It is also a purposive disposition. A virtuous actor chooses 
virtuous action knowingly and for its own sake. It is not enough to act kindly by accident, 
unthinkingly, or because everyone else is doing so; one must act kindly and acknowledge 
that this is the right and only way to behave. Although habituation is a tool for character 
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development, it is not equivalent to virtue; virtue requires conscious choice and 
affirmation and ethical leadership is foundational in developing this disposition. 
 
Modern virtue ethicists have developed their theories around a central role for character 
and virtue and claim that this gives them a unique understanding of morality. The 
emphasis on character development and the role of emotions allow virtue ethics to have 
a plausible account of moral psychology --- which is lacking in deontology and 
consequentialism. Virtue ethics helps to avoid the problematic concepts of duty and 
obligation. Judgments of virtue are judgments of a whole life rather than of just one, 
isolated action. 
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The Courage to Lead:   
 
The Leadership Legacies of American Presidents John Fitzgerald 
Kennedy and Theodore Roosevelt 
 
 
 
 
 
 
 
John Fitzgerald Kennedy: During the Presidential campaign of 1960 our eighth-
grade class at Our Lady of Grace Elementary School in the Bronx took a special interest 
in the election. It was exciting especially 
because it was the second time a Catholic was 
running for our nation’s highest office (New York 
Governor Al Smith, the first Catholic to run for 
President lost to Herbert Hoover in 1928). In 
early November, our teacher, Sister Anne 
Bernadette, asked who was supporting Nixon 
and who was in favor of Kennedy. I raised my 
hand for the Republican. I was the only one.  
 
Sister paraded me in front of the class. She 
asked me to explain why I was supporting Nixon, 
(I heard her say “traitor” under her breath). I 
said he had more experience than the one term 
Senator from Massachusetts. Nixon had been 
Vice President for eight years under President 
Dwight Eisenhower, who was very popular in 
our household. I felt Kennedy was smart and 
articulate but needed more experience before 
becoming Commander in Chief.  I was wrong. I 
forgot that Abraham Lincoln came into office 
with little experience yet his integrity, wisdom, 
compassion, character, powerful emotional 
intelligence and courage that gave him the 
tools to confront the greatest challenges our 
country has ever encountered. 
 
As soon as JFK got into office I became a fan. 
His inaugural address, his style, his eloquence 
and his willingness to confront problems of 
social justice showed me he was a leader in 
the class of Franklin Delano Roosevelt, 
Senator John Kennedy and Vice President 
Richard Nixon before the Presidential Debates  
of 1960, Courtesy, history.com 
 
John and Jaqueline Kennedy arriving at  
Mass, Courtesy, JFK Library 
 
______________________ 
 
EMILIO IODICE, ROME, ITALY 
______________________ 
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Theodore Roosevelt and Lincoln who were among my 
heroes. I hung on Kennedy’s words and followed his 
travels and the obstacles he overcame.  
  
Less than two years in office, John Kennedy faced one 
of the most complex trials that any American 
Commander in Chief has ever had to deal with. The 
Soviet Union had installed nuclear weapons on the 
island of Cuba, 90 miles from the American mainland. 
For 13 days, the world watched as the United States 
and the Soviet Union confronted each other in the 
most dramatic crisis of the Cold War. 
I recall the feeling of our classmates, family and 
friends that we were on the brink of the world coming 
to an end. Drills to shield us from atomic bombs were 
held in school and advice was 
given as how to stock up on 
emergency supplies of food and 
clothing for the nuclear winter 
that could be up ahead. 
 
After two weeks of difficult and 
tense negotiations, World War III 
was averted. An agreement was 
reached between Kennedy and 
Soviet Prime Minister Nikita 
Khrushchev. Our nation was 
fortunate to have John Kennedy 
at the helm during this enormous 
contest between the globes’ super powers. JFK’s 
composure, resilience and cool-headed decision 
making changed the course of history.  
 
It was clear to the President that instant 
communications were needed to avoid similar 
situations in the future.  As a result, a Moscow-
Washington hotline was created to allow the two 
heads of state to communicate openly and freely. It 
prevented misunderstandings and 
miscommunications from developing into global 
emergencies. The Cuban Missile Crisis showed how 
fragile peace and stability could be in the world. JFK 
demonstrated competence, and courage in 
handling a potential calamity that could have ended 
humanity.  
  
President Kennedy Greeting Nuns,  
Courtesy John F. Kennedy Library  
 
President John Fitzgerald Kennedy,  
Courtesy Library of Congress  
 
Front Page of the Philadelphia Inquirer, October 22, 1962,  
Courtesy National Archives  
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In 1961, East Germany built a wall to divide the city of Berlin to prevent mass migration 
to the West. It was a symbol of oppression and exclusion not only for those of Berlin but 
for everyone yearning for freedom.  The Wall 
would forever represent the separation of people 
and the suppression of their natural rights in 
contrast to creating bridges to bring human 
beings together in peace and harmony. 
 
Two years after the Wall went up; John Kennedy 
went to Berlin to show American solidarity for 
West Germany. In one of his most eloquent 
speeches, Kennedy spoke of democracy and the 
example of those who lived behind the “Iron 
Curtain” who struggled for liberty. Four hundred 
and fifty thousand Berliners heard these words:1 
 
Two thousand years ago, the proudest boast was 
civis romanus sum [“I am a Roman citizen”]. 
Today, in the world of freedom, the proudest 
boast is “Ich bin ein Berliner!"”… All free men, wherever they may live, are citizens of 
Berlin, and therefore, as a free man, I take pride in the words “Ich bin ein Berliner!”2 
 
JFK had to confront the growing issue of civil 
rights. On June 11, 1963 President Kennedy 
gave a stirring address to the nation to defend 
the movement to make all Americans equal.3  
Here are some of the things he said:4  
 
This nation was founded by men of many 
nations and backgrounds. It was founded on 
the principle that all men are created equal, 
and that the rights of every man are 
diminished when the rights of one man are 
threatened. … Today, we are committed to a 
worldwide struggle to promote and protect the 
rights of all who wish to be free. … It ought to 
be possible, in short, for every American to 
enjoy the privileges of being American without 
regard to his race or his color…Difficulties 
over 
                                                 
1 Daum, Andreas W. (2008). Kennedy in Berlin, Cambridge: Cambridge University Press, pp. 147–55. 
2 See https://www.youtube.com /watch?v=zdXXkppRLEc. 
3 See https://www.youtube.com/watch?v=7BEhKgoA86U. 
4 Ngugen, Vi-An (June 11, 2013). 5 Quotes from JFK’s Civil Rights Speech that Still Resonate Today, Retrieved from 
http://parade.com/21211/viannguyen/5-quotes-from-jfks-civil-rights-address-that-still-resonate-today/. 
 
 
President Kennedy delivering his Civil Rights 
Speech from the Oval Office, June 11, 1963, 
Courtesy of the Library of Congress 
 
President Kennedy speaking in West Berlin on 
June 26, 1963 
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segregation and discrimination exist in every city, in every state of the union, producing 
in many cities a rising tide of discontent that threatens the public safety. 
 
Nor is this a partisan issue. In a time of domestic crisis, men of good will and generosity 
should be able to unite regardless of party or politics. This is not even a legal or 
legislative issue alone. It is better to settle these matters in the courts than on the 
streets, and new laws are needed at every level, but law alone cannot make men see 
right. We are confronted primarily with a moral issue. It is as old as the Scriptures and is 
as clear as the American Constitution.   
 
The heart of the question is whether all Americans are to be afforded equal rights and 
equal opportunities; whether we are going to treat our fellow Americans as we want to 
be treated. …This is one country. It has become one country because all of us and all the 
people who came here had an equal chance to develop their talents. We cannot say to 
ten percent of the population that you can’t have that right; that your children cannot 
have the chance to develop whatever talents they have; that the only way that they are 
going to get their rights is to go in the street and demonstrate. I think we owe them and 
we owe ourselves a better country than that. 
 
It was September 15, 1963. The 16th Street Baptist Church in Birmingham, Alabama 
exploded from a bomb set off by a group of racists. Four young girls lost their lives. 
Against the advice of his aides, President Kennedy felt he had to make a statement to 
the people of America. He was told that confronting the issue could cost him the support 
of the South in his bid for re-election in 1964. Even so, he decided that he, above all 
others, had to show his outrage and express his solidarity with those who were fighting 
racial discrimination with nonviolence. Kennedy believed that only the federal 
government could confront the problem with fairness and justice. He had to demonstrate 
that our democratic institutions were on the side of those who were struggling and dying 
for equality. His statement to the people of America, one day after the murders in 
Birmingham, still echoes in my mind:  
 
 
I know I speak on behalf of all Americans in expressing a deep sense of outrage and 
grief over the killing of the children yesterday in Birmingham, Alabama. It is 
regrettable that public disparagement of law and order has encouraged violence 
which has fallen on the innocent. If these cruel and tragic events can only awaken 
that city and State -— if they can only awaken this entire Nation -- to a realization of 
the folly of racial injustice and hatred and violence, then it is not too late for all 
concerned to unite in steps toward peaceful progress before more lives are lost. The 
Negro leaders of Birmingham who are counseling restraint instead of violence are 
bravely serving their ideals in their most difficult task -- for the principles of peaceful 
self-control are least appealing when most needed. … This Nation is committed to a 
course of domestic justice and tranquility -- and I call upon every citizen, white and 
Negro, North and South, to put passions and prejudices aside and to join in this effort. 
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John Kennedy was President of the United States for 1037 days from January 20, 1961 
until his assassination on November 22, 1963.  His loss was a shock to the nation and 
to the world.  His legacy went far beyond civil rights. Even though he was in office a short 
time, he accomplished more than most American Chief Executives.    
 
The Miller Center of the University of Virginia outlined 
some of the domestic achievements of President 
Kennedy:15 
 
 Promoted the ambitious “New Frontier” domestic 
program promising federal funding for education, 
medical care for the elderly, economic aid to rural 
regions, and government intervention to halt the 
recession of the time; 
 Abolished the federal death penalty; 
 Signed executive orders prohibiting racial 
discrimination and laid the groundwork for the Civil 
Rights Act of 1964; and 
 Initiated Project Apollo as the first manned 
expedition to the Moon. 
 
Several key foreign policy accomplishments of President 
Kennedy: 
 
 Continued support to West Berlin after the Soviet 
Union hastily erected the Berlin Wall, and delivered 
his famous Ich bin ein Berliner speech in 1963; 
 Signed off on the failed Bay of Pigs Invasion and 
faced down Soviet Premier Khrushchev during the 
                                                 
5 The Miller Center, University of Virginia, http://millercenter.org/. John F. Kennedy, Life in Brief, http://millercenter.org/ 
president/kennedy 
The burial of President John Fitzgerald Kennedy in Arlington 
Cemetery, Virginia, November 25, 1963,  
Courtesy, Time Magazine 
President John F. Kennedy’s motorcade in Dallas, 
November 22, 1963, Courtesy Time Magazine 
 
Official Portrait of President 
John Fitzgerald Kennedy 
painted by Aaron Shikler,  
Courtesy, the White House 
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Cuban Missile Crisis; 
 Began American involvement in Vietnam as a means of staunching communist 
expansion in Southeast Asia; 
 Signed the Partial Nuclear Test Ban Treaty in order to limit nuclear tests by the 
nuclear powers; 
 Initiated the creation of security ties with Israel; 
 Sought to contain the perceived threat of communism in Latin America by 
establishing the Alliance for Progress, which sent aid to some countries and 
sought greater human rights standards in the region; and 
 Asked Congress to create the Peace Corps, in which Americans would volunteer 
to help underdeveloped nations in areas such as education, farming, health care, 
and construction. 
 
In 2017, we will celebrate the 100th anniversary of the birth of John Kennedy. In addition 
to his deeds, perhaps the most fitting way of remembering him is in his own words: 
 
 My fellow Americans, ask not what your country can do for you, ask what you can 
do for your country. 
 As we express our gratitude, we must never forget that the highest appreciation 
is not to utter words, but to live by them. 
 Change is the law of life. And those who look only to the past or present are 
certain to miss the future. 
 Let us not seek the Republican answer or the Democratic answer, but the right 
answer. Let us not seek to fix the blame for the past. Let us accept our own 
responsibility for the future.  
 Leadership and learning are indispensable to each other.  
 Mankind must put an end to war before war puts an end to mankind.  
 The cost of freedom is always high, but Americans have always paid it. And one 
path we shall never choose, and that is the path of surrender, or submission.  
 I look forward to a great future for America — a future in which our country will 
match its military strength with our moral restraint, its wealth with our wisdom, its 
power with our purpose. 
 
 
 
Further Reading: 
 Burner, David (1988). John F. Kennedy and a New Generation. 
 Casey, Shaun (2009). The Making of a Catholic President: Kennedy vs. Nixon. 
 Collier, Peter & Horowitz, David (1984). The Kennedys. 
 Cottrell, John (1964). Assassination! The World Stood Still. 
 Douglass, James W. (2008). JFK and the Unspeakable: Why He Died and Why It 
Matters. Maryknoll, N.Y: Orbis Books. ISBN 978-1-57075-755-6. 
 Giglio, James (1991). The Presidency of John F. Kennedy. 
 Manchester, William (1967). Portrait of a President: John F. Kennedy in Profile. 
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 Manchester, William (1967).The Death of a President: November 20–25, 1963. 
New York: Harper & Row. LCCN 67010496. 
 Parmet, Herbert (1980). Jack: The Struggles of John F. Kennedy. 
 Parmet, Herbert (1983). JFK: The Presidency of John F. Kennedy. 
 Reeves, Thomas (1991). A Question of Character: A Life of John F. Kennedy; 
hostile biography. 
 Schlesinger, Arthur, Jr. (2002). Robert Kennedy And His Times [1978]. 
 
 
 
Theodore Roosevelt:  
 
They don't hold White House lunches the way they 
used to at the beginning of the century. On Jan. 1, 
1907, for example, the guest list was as follows: a 
Nobel prizewinner, a physical culturalist, a naval 
historian, a biographer, an essayist, a 
paleontologist, a taxidermist, an ornithologist, a 
field naturalist, a conservationist, a big-game 
hunter, an editor, a critic, a ranchman, an orator, 
a country squire, a civil service 
reformer, a socialite, a patron of the 
arts, a colonel of the cavalry, a former 
Governor of New York, the ranking 
expert on big-game mammals in North 
America and the President of the U.S. 
All these men were named Theodore 
Roosevelt.  
— Edmond Morris, biographer of Theodore Roosevelt 
 
Colonel Theodore Roosevelt, 1898,       
 Courtesy, Library of Congress 
President Theodore Roosevelt and his family, 1903.  From 
left to right: Quentin, Theodore Sr., Theodore Jr., Archie, 
Alice, Kermit, Edith, and Ethel. Courtesy, Library of Congress 
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Power when wielded by abnormal energy is the most serious of facts. ... Roosevelt, more 
than any other man living within the range of notoriety, showed the singular primitive 
quality that belongs to ultimate matter -- he was pure Act.  
— Henry Adams, author of the Education of Henry Adams 
 
A man (Theodore Roosevelt) you can't cajole, can’t frighten, can’t buy.  
— Bram Stoker, author of Dracula 
 
It is not the critic who counts; not the man who points out how the strong man stumbles, 
or where the doer of deeds could have done them better. The credit belongs to the man 
who is actually in the arena, whose face is marred by dust and sweat and blood; who 
strives valiantly; who errs, who comes short again and again, because there is no effort 
without error and shortcoming; but who does actually strive to do the deeds; who knows 
great enthusiasms, the great devotions; who spends himself in a worthy cause; who at 
the best knows in the end the triumph of high achievement, and who at the worst, if he 
fails, at least fails while daring greatly, so that his place shall never be with those cold 
and timid souls who neither know victory nor defeat.   
— Theodore Roosevelt 
 
An American Original    
 
For someone who adores history and relishes leadership, it was an amazing experience 
to read the “trilogy” of the life of Theodore Roosevelt by Edmond Morris. The Rise of 
Theodore Roosevelt, Theodore Rex and Colonel Roosevelt captures the essence of a 
leader who was courageous, compassionate, honest, defiant, principled, and patriotic. 
He often went counter the current and followed his instincts more than conventional 
wisdom. He was not always right yet he was rarely wrong. Roosevelt mastered six 
languages and wrote thirty-five books; was the first President to fly in a plane; facilitated 
the construction of the Panama Canal; won the Nobel Peace Prize; and was the only 
President to be awarded the Congressional Medal of Honor. 
 
Theodore Roosevelt was not afraid to make decisions. He had powerful emotional 
intelligence and made choices based on facts and evidence. He was not without flaws 
and was criticized heavily by those on the left and the right of the political spectrum. 
Even so, he was by far one of our greatest Presidents and one of the biggest characters 
in American history.1  
 
Morris’s books on TR encompass some of the most detailed research done on one of 
America’s most remarkable leaders. Roosevelt’s legacy is as fresh and meaningful today 
as it was when he rode and fought with his loyal friends to help win the war with Spain; 
when he led New York State as “the boy” Governor; or, when, as our youngest President, 
tackled the giants of industry and commerce who controlled the economic life of the 
nation.   
 
He was uniquely American and embodied the unique qualifications of Commander-in-
Chief of the United States of America. He had character; a love of learning; respect for 
                                                 
1 See History Channel on YouTube: https://www.youtube.com/watch?v=Mxpnb 7ZxHFU&list=PL3C89275DC080A73C. 
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diversity and was prepared to sacrifice his life on the altar of our republic to protect our 
democracy and our people.  
 
Early Life: “A Sickly Child” 
 
He was born in New York City in 1858, two and half years before the start of the Civil War 
and died at the close of the First World War in 1919. During his lifetime, he changed the 
concept of executive and presidential leadership as no one before him. He stressed 
vitality and vigor and the American values of courage, activism, patriotism, integrity, 
freedom, taking initiative, and progressivism. Theodore Roosevelt believed in a 
government responsible to serve the interests of all the people and not just the few. He 
preached this from the “bully pulpit” of the White House and put it in practice by action. 
His legacy still lives with us, more than a century after he held office.  
 
He overcame personal, social, and professional obstacles to prove to himself and others 
his value and his ability to contribute to the world. In the effort, he became a heroic 
soldier, a strong political leader, a peacemaker and President of the United States. At his 
death, Theodore Roosevelt was, arguably, the most famous and most admired man on 
earth. 
 
TR was not born with good health. He was a sickly child. He suffered from asthma and 
other illnesses that forced him to be schooled at home. It was during his early childhood 
that he learned to love animals and nature. In his teens, his father encouraged him to 
strengthen himself with weightlifting and boxing. Through a combination of exercise and 
love of the outdoors, he became a powerful athlete and a consummate lover of what he 
called “the strenuous life.” He said, “My father, Theodore 
Roosevelt, was the best man I ever knew. He combined 
strength and courage with gentleness, tenderness, and 
great unselfishness. He would not tolerate in us children 
selfishness or cruelty, idleness, cowardice, or 
untruthfulness.”2 Theodore Roosevelt, Sr. died suddenly in 
February, 1878.  TR was 19. He never fully recovered from 
the loss of his father. 
 
A Career in Politics 
 
Roosevelt’s family was one of wealth and influence. He 
could have lived a quiet, unassuming and rewarding life as 
a gentleman, reveling in the splendid ways of New York City 
society and culture. Instead, after graduating magna cum 
laude from Harvard, Theodore Roosevelt chose a life in 
politics. He became a member of the New York State 
Assembly at 24. A year later he was minority leader. In the 
                                                 
2 Putman, Carleton (1958). Theodore Roosevelt (biography), I: The Formative Years, New York: William Morrow, (only 
volume published to age 28), pp. 63-70. 
Coat of Arms of Theodore 
Roosevelt, Bolton’s American 
Armory. Boston: F. W. Faxon Co, 
1927 and America Heraldica.  
1886-89; rpt. New York: Heraldic 
Publishing Co, 1965 
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legislature, he fought corporate and political corruption and sought the impeachment of 
a judge and the dismissal of dishonest officials.   
 
He trained in the art of being a soldier and became Captain of the National Guard. He 
was a rising star in New York politics and was developing a name as a reformer and a 
reputation as an honest leader.   
 
Suddenly, tragedy struck. It was 
Valentine’s Day, 1884. TR’s 
mother died from typhoid fever. 
One floor above her, in the same 
home, Roosevelt’s wife, Alice, 
was ill after giving birth to their 
first child, two days earlier. 
Twelve hours after the passing of 
his mother, Theodore Roosevelt 
saw his wife die from Bright’s 
disease and the complication 
from the delivery. “The light has gone out in my life,” he 
wrote in his diary that night.  
 
Theodore Roosevelt was devastated.3 To deal with the 
trauma, he abandoned politics and left for the Dakota 
Territory and lived 
as a cowboy and 
cattle rancher for 
two years. It 
transformed him. 
He saw the 
vanishing frontier 
and was 
determined to do all he could to preserve this 
amazing national treasure.  The experience 
helped him understand the richness of the 
American West. It guided him as he established 
America’s national parks and preserves as 
President. 
 
TR also learned about himself as a man, a human 
                                                 
3 Miller, Nathan (1992). Theodore Roosevelt, A Life. New York: William Morrow & Co., p. 88. 
Martha Bulloch Roosevelt and Alice Lee Roosevelt,                             
Theodore Roosevelt Association 
 
Roosevelt with Naturalist John Muir  
in Yosemite National Park, 1906,  
Daily Mail, August 2, 2016 
 
Theodore Roosevelt out West, 
Library of Congress 
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being and a leader.  He became fearless and was not afraid to take on new challenges or 
fight for a just cause. He wrote about life in the West for national magazines and 
produced three books.41 
 
Civil Service Commissioner 
 
TR returned to New York City in 1886.  He ran for Mayor and lost.  He married his second 
wife, Edith Carow. They knew each other as children and recalled watching the funeral 
procession of Abraham Lincoln from the window of TR grandfather’s house. TR went 
back into politics with the same vigor as before. He campaigned for the Republican Party 
candidate for President. After the election, he took on the role of Civil Service 
Commissioner under President Benjamin Harrison. 
 
Roosevelt reformed the federal bureaucracy. He ended the Spoil’s System and imposed 
a meritocracy on government hiring.  As a result, 
African Americans, and other minorities, had a 
chance to have federal careers. For seven years, 
he fought to hire qualified and honest public 
officials, without political compromises. Joseph 
Bucklin Bishop, TR’s friend and biographer, 
explained his attack on the Spoils System this 
way: 
 
 
The very citadel of spoils politics, the hitherto 
impregnable fortress that had existed unshaken 
since it was erected on the foundation laid by 
Andrew Jackson, was tottering to its fall under 
the assaults of this audacious and irrepressible 
young man. ... Whatever may have been the 
feelings of the (fellow Republican party) 
President (Harrison) — and there is little doubt 
that he had no idea when he appointed 
Roosevelt that he would prove to be so veritable 
a bull in a china shop — he refused to remove him and stood by him firmly till the end of 
his term.”52 
 
Head of New York City Board of Police Commissioners                                            
 
Back in New York City in 1894 he accepted the job of head of the New York City Board of 
Police Commissioners.  He immediately began to radically reform the force. It was known 
as one of the most corrupt in America. TR was tough and uncompromising. He was 
fearless and unimpeachably honest. Often times, in the wee hours of the morning, 
Roosevelt would walk the beat of an officer to make sure he was on duty. He began 
regular inspections of fire arms, annual physical exams and appointed nearly 2000 new 
                                                 
4 Brands, Henry William (1997). TR: The Last Romantic (full biography), New York: Basic Books, p. 191. 
5 Bishop, Joseph Bucklin (1920). Theodore Roosevelt and his Time, New York: Charles Scribner, p. 51. 
Cartoon about Civil Service Commissioner 
Theodore Roosevelt, Puck Magazine, c. 1887 
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recruits based on their mental and physical qualifications instead of their political 
affiliation. Roosevelt established Meritorious Service Medals and installed the first 
telephones in police stations.                                                                                                                  
 
One of his most important decisions was to 
fight the beginning of organized crime. In 
1895, TR promoted Officer Joseph Petrosino 
to lead the Homicide Division. Petrosino was 
born in Southern Italy. He was 5ft 3inches in 
height but extremely bright and determined 
to be a police officer. He spoke several 
dialects of Italian that were popular in New 
York City at the time. He grew up in an 
orphanage in New York City. The experience 
made him “street smart” and strong. He was 
the first Italian speaker in NYPD history. 
Petrosino was courageous and clever. 
Through determination and bravery, he 
managed to infiltrate organized crime 
elements and 
discovered valuable information.   
 
Petrosino warned the Secret Service about a plot to kill 
President McKinley on his trip to Buffalo to inaugurate the 
Pan American Exposition of 1900. Vice President Theodore 
Roosevelt vouched for Petrosino’s honesty and credibility. 
The Secret Service ignored the warning.  
 
Petrosino became a valuable resource to the NYPD and a 
heroic figure who fought the underworld up until his murder 
at the hands of the mafia in 1909.63 
 
Assistant Secretary of the Navy 
 
 
 
 
 
 
 
 
 
 
 
                                                 
6 Berman, Jay Stuart (1987). Police Administration and Progressive Reform: Theodore Roosevelt as Police Commissioner 
of New York. 
Cartoon form a newspaper during the period TR was Police 
Commissioner, 1895 
Lt. Joe Petrosino, NYPD 
Theodore Roosevelt and the Great White Fleet, 
Courtesy Wizards of Oz, Retrieved from 
http://oz.deichman.net/2007/12/great-white-
fleet.html                          
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Following the election of 1896, President William McKinley appointed TR to Assistant 
Secretary of the Navy. He immediately pressed for an expansion of the navy, in 
particular, the building of battle ships. His dream of a “Great White Fleet,” to protect 
America would come, about when he became Commander-in-Chief. 
 
Theodore Roosevelt contended that if our nation was prepared for war, then war could 
be avoided.  Enemies would be reluctant to take on a nation that was strong and ready 
to defend itself. “Speak softly but carry a big stick,” became his most famous motto. He 
advocated for freedom from colonial influence in the Western Hemisphere, especially the 
liberation of Cuba from Spain. He believed war with Spain was inevitable. He felt the 
conflict would instill a sense of patriotism in the people of America and would challenge 
and help modernize the armed forces. 
 
The United States sent the battleship 
Maine to Havana to protect American 
interests during a Cuban uprising against 
Spain. Three weeks after its arrival an 
enormous explosion ignited tons of gun 
powder charges for the vessel’s guns. It 
blew up the forward of the vessel. Most of 
the crew were in that part of the ship.  
They were sleeping or resting. Two 
hundred and sixty-six lost their lives.  A 
Naval Court of Inquiry determined that the 
disaster was caused by a mine. Spain was 
blamed.74 Two months later, the United 
States went to war. 
 
The Rough Rider 
 
As soon as the United States 
declared war against Spain in April, 
1898, Theodore Roosevelt resigned 
as Assistant Secretary of the Navy.  
Less than a month later, he formed 
the First US Volunteer Calvary 
Regiment along with Colonel 
Leonard Wood. His wife and friends 
urged TR to stay on at the Navy but 
he was determined to fight and 
serve his country in battle. 
Applications flooded in to join the 
“Rough Riders,” as the press called 
                                                 
7 Official Report of the Naval Court of Inquiry into the loss of the Battleship MAINE (Sampson Board). 
“Follow Me Men,” Artist rendition of Theodore Roosevelt 
leading the “Rough Riders” in Cuba, 1898, Courtesy, the History 
Channel 
The USS battleship Maine entering Havana harbor, 
January 25, 1898, Courtesy, U.S. Department of Defense 
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the new regiment.85 Roosevelt’s prior experience in the New York National Guard was 
important preparation for him to take on this new challenge. Lieutenant Colonel 
Roosevelt was able to teach his men basic training, marksmanship and other skills 
needed for combat. The Rough Riders were from all walks of life. Some were Ivy 
Leaguers, athletes, gentlemen, frontiersman, cowboys, Native Americans, miners, 
hunters, veterans, tradesmen, and sheriffs. 
 
As soon as they landed in Cuba, the Rough Riders organized themselves to fight 
alongside the regular infantry. They fought in several skirmishes but were remembered 
most for the battle to take San Juan Hill. An historian described it this way: 
 
Shouting for his men to follow, he jumped over a barbed wire fence and ran down the 
slope.  Roosevelt ran about one hundred yards when he turned around to notice that 
only five of his troopers had followed him down the slope into the swale between Kettle 
and San Juan Hills. Roosevelt turned around and returned to the crest of Kettle Hill 
where his troopers claimed they did not hear his order to charge. Forming them quickly 
into an assault line, Roosevelt again ordered the charge. This time, the entire regiment 
with support from other 
nearby forces went 
forward towards San 
Juan Hill. The First 
Infantry Division, halted 
in place along that hill's 
slopes, began to press 
harder up the incline as 
they saw Roosevelt's 
troopers coming to help 
them. By two thirty in 
the afternoon, the 
entire heights were in 
possession of the 
American troops. With 
the victory at San Juan 
Heights, the Americans 
were able to move into the city of Santiago and establish a good offensive position to 
fire on the Spanish fleet in the harbor. With the subsequent destruction of the Spanish 
fleet from an attack from Rear Admiral William T. Sampson, the Americans were able to 
win the battle, and force and early end to the war.96       
     
During the battle for San Juan Hill, the Rough Riders found themselves attacked from all 
sides by Spanish troops. It was the 10th Cavalry, which consisted of black troops that 
                                                 
8 Ibid. Miller, pp. 272-274. 
9 Herner, Charles (1970). The Arizona Rough Riders. Tucson: The University of Arizona Press, p. 113 and Athearn, Robert 
G. (1971) American Heritage New Illustrated History of the United States: Volume 12, A World Power. New York: Fawcett 
Publications, Inc., p. 1009.  
Lt. Colonel Theodore Roosevelt with the Rough Riders and the 10th Calvary 
Regiment on Kettle Hill, San Juan Heights, Cuba, 1898, Library of Congress 
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came to their aid. “It was this action that led a grateful Rough Rider corporal to proclaim, 
‘If it hadn’t been for the black cavalry, the Rough Riders would have been exterminated.’ 
Five black soldiers of the 10th Cavalry received the Medal of Honor and 25 other black 
soldiers were awarded the Certificate of Merit.”107 (In 2001, Theodore Roosevelt was 
awarded posthumously the Congressional Medal of Honor for valor in the Spanish 
American War.) 
 
Governor of New York 
 
TR returned to America a national hero. The Republican Party asked him to run for 
Governor of New York in 1898. The Party bosses, led by Thomas C. Platt, feared 
Roosevelt but needed a strong candidate to defeat the 
Democrats. They felt the sitting Governor, Frank S. Black, 
would lose in his bid for re-election. Roosevelt won the 
nomination in the caucuses, defeating his rival, Governor 
Black. TR campaigned vigorously throughout the state. He 
used his war record as an example of his ability to lead.  He 
won the Governorship by a narrow one percent.118 TR was 
forty years old.  He was one of the youngest Governors in US 
history. Many of the battles that he would fight as President 
had their origin 
during his tenure in 
New York State: 
the economic 
problems of trusts and monopolies; relations 
with labor and the growth of unions; 
conservation of natural resources; insistence 
of public responsibility of large firms; using 
publicity as the first weapon against trusts; 
regulation of railroad rates; mediation of labor 
disputes and the protection and care of those 
less fortunate in society.129 As Governor, he 
passed a tax on businesses that received a 
franchise from the State declaring: “a 
corporation which derives its powers from the 
State, should pay to the State a just 
percentage of its earnings as a return for the 
privileges it enjoys.”1310 
 
                                                 
10 Powell, Anthony L. An Overview: Black Participation in the Spanish-American War, Spanish American War Centennial, 
Retrieved from http://www.spanamwar.com/AfroAmericans.htm.  
11 Morris, Edmund (1979). The Rise of Theodore Roosevelt, New York: Charles Scribner, pp. 674-687. 
12 Chessman, Wallace G. (1965). Governor Theodore Roosevelt: The Albany Apprenticeship, 1898–1900, New York, p. 6. 
13 Theodore Roosevelt, (1908). The Roosevelt Policy: Speeches, Letters and State Papers, Relating to Corporate Wealth and 
Closely Allied Topics, of Theodore Roosevelt, President of the United States. p. 2. 
Political Cartoon of NY Republican Party Boss 
Thomas C. Platt and TR, 1898, National Park Service 
Campaign button for Theodore 
Roosevelt for Governor, 1898,                                    
Courtesy, theodoreroosevelt.com 
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He held press conferences twice a day. This was an innovation for any politician.  It kept 
him close to his middle-class base and kept his name in the press. He appointed many 
capable officials to key jobs in the State with the cooperation of the Republican machine, 
which was considered a miracle at the time. TR enacted sweeping civil service reform 
and fought corruption.  
 
Vice President 
 
Republican Governor William McKinley of Ohio had been elected President in 1896. 
Roosevelt had no interest in challenging him for re-election in 1900, despite many 
supporters who wanted him to run for President. Instead, he considered 1904 and his 
prospects at being re-elected Governor in 1900. Suddenly, in November of 1899, Vice 
President Garret Hobart died of heart failure. TR refused to be considered for the role in 
the 1900 Presidential campaign. The New York State Republican Party bosses, and in 
particular, Thomas C. Platt, wanted to rid themselves of Roosevelt and avoid having to 
support him for a second term.   
 
President McKinley’s campaign manager, Mark Hanna, told TR that he would not be 
offered the second spot on the ticket. Hanna and others in the Party were afraid of 
Roosevelt’s progressivism, his impulsiveness and his aggressive stance against political 
corruption and industrial and commercial interests. Platt, instead, started a newspaper 
campaign to support Roosevelt’s nomination.14 At the convention, Platt worked to 
maneuver other states to support TR. Roosevelt agreed to accept the nomination if the 
convention offered it to him. He won unanimously.15 The New York State Party bosses 
were delighted. Mark Hanna was concerned. He was no fan of Roosevelt: “There’s only 
one life,” Hanna warned, “between that madman and the Presidency.”16 
 
Roosevelt campaigned throughout the country for the re-election of William McKinley 
against Democratic candidate William Jennings Bryan. He made 480 stops in 23 states. 
He stressed how the President had brought peace and prosperity and had won the War 
                                                 
14 Ibid. Miller, p. 338. 
15 Ibid. Miller, p. 342. 
16 Ibid. Miller, pp. 340-341. 
Theodore Roosevelt taking the oath of office 
after the death of McKinley, 1901 
Nashville, Tennessee News 
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with Spain. TR was against the annexation of the Philippines which the US won in the 
War. He felt the Philippines should be independent and that the US was not an 
imperialist power and should not act as such. McKinley won in a landslide victory.17 
 
As Vice President, Roosevelt presided over the Senate but found the role powerless and 
no match for his energy and intellect. After six months in office, President McKinley was 
shot. Here is what happened next as described by the Roosevelt Study Center:  
 
The news of the attack on President McKinley during his visit to the Pan-American 
Exposition in Buffalo (New York), spread quickly throughout the United States. In a letter 
to Henry Cabot Lodge, Roosevelt explained he was in Vermont with Senator Proctor at 
the time he heard the news, and that “the news seemed literally incredible.” He 
immediately made his way to Buffalo to find the president in seemingly good health 
given the circumstances. In a letter to his sister Anna, sent from Buffalo on 7 
September, he confirms that “[t]he President is coming along splendidly.” In other letters 
available in the RSC, Roosevelt really believed that the president was recovering well. 
After being told that McKinley was practically out of danger, Roosevelt left Buffalo to join 
his family in the Adirondack mountain range in the state of New York. He was climbing 
Mount Tahawus when a guide brought him the news that the president’s condition had 
deteriorated and that he had to come to Buffalo as soon as possible. By the time 
Roosevelt had returned to Buffalo, McKinley had passed away.18    
                  
President of the United States 
 
 
Let the watchwords of all our people be the old familiar  
watchwords of honesty, decency, fair-dealing, and  
commonsense.... We must treat each man on his worth and  
                                                 
17 United States Senate History, 1878-1920, November 3, 1896. Mark Hanna and the 1896 Election, Retrieved from 
http://www.senate.gov/artandhistory/history/minute/Hanna_1896Election.ht.  
18 Roosevelt Study Center, Theodore Roosevelt’s reaction to McKinley’s Assassination, Retrieved from 
https://www.roosevelt. nl/theodore-roosevelts-reaction-mckinleys-assassination.  
Campaign poster for 1904 election, Library of Congress Native American chiefs headed by Geronimo in review before 
Roosevelt on Inauguration Day in Washington, D.C., March 4, 
1905, Library of Congress 
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merits as a man. We must see that each is given a square  
deal, because he is entitled to no more and should receive  
no less.... The welfare of each of us is dependent  
fundamentally upon the welfare of all of us. 
—Theodore Roosevelt (New York State Fair, Syracuse, September 7, 1903) 
 
At 42 years and 10 months, Theodore Roosevelt was the youngest President in American 
history. That “mad man,” as Mark Hanna called him, would not transform the Presidency 
and transform the face of America as no one before him. He was in office from 1901 to 
1909.  
 
Theodore Roosevelt was elected in 1904 in a landslide 
with nearly 57% of the popular vote. His margin of over 
2 million votes was one of the highest in US 
Presidential history. Roosevelt won most of the states 
except for the Democratic stronghold in the South. His 
mandate to govern was clear. He would carry out his 
domestic reform policies and his foreign affairs plans 
to strengthen America’s military with vigor and resolve.   
                          
In a few short years, he changed the way America 
viewed its highest political office.  Roosevelt believed 
the President was chiefly responsible to vigorously 
enforce the law and also provide for the public welfare. 
As Commander-in-Chief, he felt that the President had 
to prepare the nation for war in order for it to be 
prevented. TR believed that a strong America would 
keep adversaries away from its shores. 
 
Theodore Roosevelt left the White House in March, 
1909. His friend and handpicked successor, William 
Howard Taft, became the 27th President of the United States. TR left for Africa on a safari 
for the Smithsonian Institution. He was to obtain specimens of African wildlife for the 
Institution and the American Museum of Natural History. He secured for the Smithsonian 
over 11,000 specimens. Upon return to the US, he stopped in Egypt and then toured the 
capitals of Europe. He was treated with the same honors as a head of state. By the time 
he returned to America, he was among the most popular figures in the world. 
 
TR was unhappy with the work of his successor. He attempted to regain the Republican 
nomination for President in 1912, but failed. The new Progressive Party was created. It 
was called by many, The Bull Moose Party, because its leader was Theodore Roosevelt. 
In the Presidential election of 1912, he ran against the Republican nominee, President 
William Howard Taft and the Democratic nominee, Governor Woodrow Wilson of New 
Jersey. In the campaign, TR campaigned for women’s right to vote and against child 
labor. He promised to destroy this invisible Government, to dissolve the unholy alliance 
between corrupt business and corrupt politics is the first task of the statesmanship of 
the day. This country belongs to the people. Its resources, its business, its laws, its 
White House Portrait of President 
Theodore Roosevelt by John Singer 
Sargent, Courtesy the White House 
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institutions, should be utilized, maintained, or altered in whatever manner will best 
promote the general interest. This assertion is explicit. ... Mr. Wilson must know that 
every monopoly in the United States opposes the Progressive party ... I challenge him ... 
to name the monopoly that did support the Progressive party, whether... the Sugar Trust, 
the US Steel Trust, the Harvester Trust, the Standard Oil Trust, the Tobacco Trust, or any 
other... Ours was the only program to which they objected, and they supported either Mr. 
Wilson or Mr. Taft.19 
The election resulted in a two-way race 
between TR and Wilson. Roosevelt got 27% 
of the vote vs 42% for Wilson and 23% for 
Taft. Wilson won a landslide victory in the 
Electoral College. It was clear that a divided 
Republican Party had brought the first 
President born in the South into the White 
House, since the Civil War and the first 
Democrat since 1892. 
 
TR was disappointed but not discouraged. In 
1913, he went on to a new safari to map out 
the great rivers of the Amazon basin in Brazil 
and returned a year later, in May, 1914 
shortly before the start of World War I. He 
saw war on the horizon for the US and 
demanded from Wilson and the Congress that more be done to enhance military 
preparedness. Roosevelt understood the Europeans, especially the Germans. He felt that 
if the US demonstrated great military power they would be reluctant to challenge 
America who would come out on the side of the allies. TR’s views were not appreciated 
by President Wilson and certainly not by the Democrats.  
  
Preparedness did not begin in earnest until 
ships were sunk carrying Americans including 
US cargo ships in spite of the fact that the US 
had declared neutrality. In May, 1915, the 
British passenger liner Lusitania was hit by a 
German submarine as it sailed off the UK 
coast. It sunk in 15 minutes carrying over a 
thousand people to a watery grave including 
hundreds of women and children. Numerous 
Americans were among the casualties. 
Unrestricted submarine warfare was one of the 
reasons the US finally declared war in April, 
1917. Among those soldiers who lost their lives 
was Quentin Roosevelt, TR’s youngest son 
whose plane was shot down over France. 
                                                 
19 Roosevelt 1913, XV. The Peace of Righteousness, Appendix.  
Theodore Roosevelt, Library of Congress 
Cartoon depicting TR’s foreign and domestic policies of 
strength and mediation, Library of Congress 
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Roosevelt’s two other sons were seriously wounded and returned as heroes. 
 
TR never recovered from the loss of his son. Even though he continued to write, express 
his political views and fight for noble causes, his life gave out after years of hard work, 
pain from battles, malaria from the jungle, rheumatism and a weakening heart. On the 
night of January 5, 1919, Theodore Roosevelt died in his sleep in his home at Sagamore 
Hill in Oyster Bay, NY. “The old lion is dead,” said his son, Archibald.20 Some of his 
achievements as President include:21 
 
Domestic: 
 
 Developed the “Square Deal” — a domestic program formed around three C’s: 
conservation of natural resources, regulation of the railroads, control of 
corporations, and consumer protection. 
 Promoted the conservation movement and placed millions of acres of land under 
federal protection to preserve America’s natural resources. Over 200 million 
acres of land were devoted to national forests and parkland thanks to Roosevelt’s 
energetic efforts to preserve America’s beauty for generations to come.                
 Dissolved 44 monopolistic corporations and regulated railroad rates to protect 
the middle and working class. 
 Passed the Meat Inspection Act and Pure Food and Drug Act to better regulate 
food production and labeling. 
 
 
 
                                                 
20 Dalton, Kathleen (2002), Theodore Roosevelt: A Strenuous Life (full scholarly biography), p. 507. 
21 Miller Center, http://www.theodorerooseveltcenter.org/en/Research/Digital-Library/Record/ImageViewer.aspx?libID= 
o282590&imageNo=1. 
One of TR’s achievements 
was control of the railroads, 
Courtesy Harper’s and Library 
of Congress 
 
President Theodore Roosevelt, 
shown as baby Hercules trying 
to stop J.P. Morgan (left) and 
John D. Rockefeller (right).  
Puck Magazine, May 23, 1906 
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Foreign Policy: 
 
 Issued a corollary to the Monroe Doctrine allowing the US to exercise 
international policy power to intervene and keep smaller countries in the 
Americas on their feet. 
 Negotiated US control of construction on the Panama Canal after supporting the 
secession of Panama from Colombia in 1903. 
 TR was the first President to leave the US.  In November, 1906, he sailed aboard 
the USS Louisiana to inspect the construction of the Panama Canal which he had 
promoted and developed as President.  The Canal opened in 1913. 
                    
 Sent the Great White Fleet on a tour to demonstrate American power. 
 
Great White Fleet departing for it round the world tour, 
Library of Congress 
 
Portsmouth Accord ending the Russo-Japanese  
War of 1906, Library of Congress 
 
First boat to pass through the Panama Canal, September 26, 1913, 
Courtesy, nationalgeographic.com 
Theodore Roosevelt and the building of 
the Panama Canal, Library of Congress 
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 Negotiated an end to the Russo-Japanese War, for which he won a Nobel Prize. 
He was the first American to win the Prize. He used the prize money to sponsor a 
trust to promote peace.  
 
More political cartoons were done about Theodore Roosevelt than, perhaps, any other 
President. The one above is about a popular topic that still exists today: The Teddy Bear. 
The origin of the Teddy Bear is attributed to the story of Theodore Roosevelt’s hunting 
trip to Mississippi in 1902. The trip was a competition. The other hunters had succeeded 
in shooting their game while Roosevelt had not. His aides found a black bear which they 
tied to a tree and prepared for him to shoot. He refused insisting it was not 
sportsmanlike to do so. The Washington Post drawing inspired an entrepreneur to create 
the Teddy Bear with TR’s permission.  (Roosevelt detested the name Teddy even though 
the vast majority of his followers and admirers called as such.)2211 
 
Other notable facts about Theodore Roosevelt: 
 
 A Prolific Writer: “From his earliest days, Roosevelt had a passion for reading and 
writing. He penned his first book, The Naval War of 1812, at the age of 23 and 
earned a reputation as a serious historian. Over the course of his lifetime, 
Roosevelt authored 38 books, which included an autobiography, a biography of 
Oliver Cromwell, a history of New York City and the four-volume series The 
Winning of the West. The outdoorsman also wrote numerous books and magazine 
articles about hunting and his frontier exploits.”23 
 An Avid Outdoorsman: “While a student at Harvard, Dr. Dudley Sargent warned 
Roosevelt, who had been a sickly child that, because of a weak heart, failure to 
lead a sedentary life could have fatal consequences. ‘Doctor, I’m going to do all 
the things you tell me not to do,’ Roosevelt responded. ‘If I’ve got to live the sort 
of life you have described, I don’t care how short it is.’ A year after graduation, 
                                                 
22 History of the Teddy Bear, Teddy Roosevelt and the Teddy Bear, Retrieved from  http://inventors.about.com/od/ 
tstartinven tions/a/Teddy_Bear.htt.  
23 Klein, Christopher (October 25, 2013). 10 Things You May Not Know About Teddy Roosevelt, Retrieved from 
http://www.history.com/news/10-things-you-may-not-know-about-teddy-roosevelt.  
Cartoon by Clifford 
Berryman, published 
in Washington Post, 
1902 
Political cartoon about 
Theodore Roosevelt’s 
foreign policy,  
Library of Congress 
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Roosevelt took time from his European honeymoon with Alice to scale the 
15,000-foot Swiss Alp, the Matterhorn with two guides.”24 
 Volunteer in World War I. “At the outbreak of World War I, the 58-year-old ex-
president was eager to return to the front lines. Roosevelt vehemently lobbied 
President Woodrow Wilson to send him to France at the head of a 200,000-man 
expeditionary force. Around the country, supporters of the hero of San Juan Hill 
staged rallies of support, but 
Roosevelt would not get called 
to fight in the war that 
eventually claimed his son 
Quentin, who was killed in 
action when his plane was shot 
down over France in 1918.”2512 
 Survived an Attempted 
Assassination: TR attempted to 
run for an unprecedented third 
term during the election of 
1912. He had formed the 
Progressive Party and was 
campaigning in Milwaukee, 
Wisconsin when a man 
approached TR in his open car. 
He fired point blank at the ex-
President. The bullet landed near his heart. Despite the attempt on his life, he 
insisted on giving his speech: “I will make the speech or die, one or the other,” he 
said. Instead, he delivered his scheduled speech with blood seeping into his shirt. 
He spoke for 90 minutes. His opening comments to the gathered crowd were, 
                                                 
24 Ibid. Klein. 
25 Ibid. Klein. 
Albuquerque Morning Journal headlines,  
October 15, 1912. 
Theodore Roosevelt at Suffragette Rally, 1900,              
Courtesy, New York Times 
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“Ladies and gentlemen, I don’t know whether you fully understand that I have just 
been shot, but it takes more than that to kill a Bull Moose.” Afterwards, probes 
and an x-ray showed that the bullet had lodged in Roosevelt’s chest muscle, but 
did not penetrate the pleura, and it would be less dangerous to leave it in place. 
Roosevelt carried the bullet with him for the rest of his life.26  
 Respected Diversity.  Roosevelt made it his personal responsibility to protect and 
defend minorities. He did so with actions as well as words.  On the 97th 
anniversary of his death, the Jerusalem Post wrote this:  
 
As 26th president of the United States, ‘Teddy’ Roosevelt again made it clear that 
he wasn’t going to let anyone be bullied around. He would not tolerate racism 
and discrimination, and indeed, Roosevelt was the first president to appoint a 
Jewish cabinet member – Secretary of Commerce and Labor Oscar Solomon 
Straus, who served from 1906 to 1909. He also intervened with the governments 
of Rumania and Russia on behalf of their Jewish populations and protected the 
Jews of North Africa from oppression and from unfair restrictions and fees.      
 
An unpopular notion at the time, TR stood out in his later years as an ardent Zionist. He 
had visited the Jews in Ottoman Palestine as a teenager in 1873 with his family, and 
Roosevelt wrote a diary of his trip, which included his observations of the Jews’ prayer at 
the Western Wall. 
 
Former Israeli Ambassador to the US and now Member of the Israeli Knesset Michael B. 
Oren wrote in his book Islam and America: Building a Future Without Prejudice “that in 
1918, shortly after the Balfour Declaration, which favored establishing a national home 
for the Jewish people in the Land of Israel, Roosevelt said that ‘It seems to me that it is 
entirely proper to start a Zionist state around Jerusalem,’ for peace would only happen if 
Jews were given Palestine.”27  
       
 
 
 
 
 
 
 
 
 
 
 
 
 
                                                 
26 Theodore Roosevelt Association, Timeline, Retrieved from http://www.theodoreroosevelt.org/site/c.elKSIdOWIiJ8H/b. 
8090799/k.C003/Home.htm.    
27 Glatt, Benjamin. Today in History: Teddy Roosevelt and the Jews, The Jerusalem Post, January 6, 2016, 13(36), 
Retrieved from http://www.jpost.com/Christian-News/Today-in-History-Teddy-Roosevelt-and-the-Jews-439591.  
Theodore Roosevelt with 
Booker T. Washington at 
the Tuskegee Institute, 
Library of Congress 
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Roosevelt also appointed numerous African Americans to federal positions and took an 
active interest in race relations.  At his death, the NAACP eulogized him: 
 
With the passing of THEODORE ROOSEVELT passes the world’s greatest protagonist of 
lofty ideals and principles. Take him all in all he was a man, generous, impulsive, 
fearless, loving the public eye, but intent on achieving the public good. ... We mourn with 
the rest of the world as is fitting, but there is too in our sorrow a quality peculiar and 
apart. We have lost a friend. That he was our friend proves the justice of our cause, for 
Roosevelt never championed a cause with was not in essence right.28 
                     
Millions mourned the passing of Theodore Roosevelt. Some of what they said follows: 
 
Teddy Roosevelt’s energetic vision 
helped bring the nation into the new 
century. America owes nearly 200 million 
acres of national forest and parkland to 
his foresight — some of which can be 
viewed atop Mount Rushmore, where 
Roosevelt's visage is carved in 
memorial.29  
 
In terms of presidential style, Roosevelt 
introduced “charisma” into the political 
equation. He had a strong rapport with 
the public and he understood how to use 
the media to shape public opinion. He 
was the first President whose election 
was based more on the individual than 
the political party. When people voted Republican in 1904, they were generally casting 
their vote for Roosevelt the man instead of for him as the standard-bearer of the 
Republican Party. The most popular President up to his time, Roosevelt used his 
enthusiasm to win votes, to shape issues, and to mold opinions. In the process, he 
changed the executive office forever.30  
 
Of all the public men that I have known, on both sides of the Atlantic (and there are few 
that I have not known in the past thirty years), he [Theodore Roosevelt] stands out the 
greatest, and as the most potent influence for good upon the life of his generation.  
— Viscount Lee of Fareham, English diplomat and soldier 
 
 To educate a man in mind and not in morals is to educate a menace to society.  
 Nobody cares how much you know, until they know how much you care.  
                                                 
28 Dalton, Kathleen.  A Strenuous Life, p. 207; Abraham Lincoln, First Annual Message, December 3, 1861, Retrieved from 
http://www.presidency.ucsb.edu/ws/index.php?pid=29502, pp. 523-524. 
29 Theodore Roosevelt Biography, Retrieved from http://www.biography.com/people/theodore-roosevelt-9463424#synopsis.   
30 The Miller Center. Retrieved from http://millercenter.org/president/biography/.  
Mt. Rushmore: Washington, Jefferson, Roosevelt and 
Lincoln, Courtesy, Mt. Rushmore National Park 
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 Far better is it to dare mighty things, to 
win glorious triumphs, even though 
checkered by failure ... than to rank with 
those poor spirits who neither enjoy nor 
suffer much, because they live in a gray 
twilight that knows not victory nor defeat.  
 The things that will destroy America are 
prosperity-at-any-price, peace-at-any-
price, safety-first instead of duty-first, the 
love of soft living, and the get-rich-quick 
theory of life.  
 No man is worth his salt who is not ready 
at all times to risk his well-being, to risk 
his body, to risk his life, in a great cause.  
 I care not what others think of what I do, 
but I care very much about what I think of 
what I do! That is character!  
 The most practical kind of politics is the 
politics of decency.  
 
— Theodore Roosevelt                       
                
Roosevelt once wrote,  
 
There is no form of happiness on the Earth, no form of success of any kind, that in any 
way approaches the happiness of the husband and the wife who are married lovers, and 
the father and mother of plenty of healthy children. Roosevelt’s role as devoted family 
man may have been his most enduring legacy.31 
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A Mindful Moral Compass for Twenty-First Century 
Leadership: The Noble Eightfold Path 
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BURBANK, CA, USA 
 
Introduction 
 
The expansive reach and accessibility of information in today’s world has elevated 
philosophical concepts from all corners of the world from their historical habitats into 
global communities. Buddhism, as the foundational philosophy of this paper, for 
instance, has helped to contribute to advances into the psychology chronicles of both 
Western and non-Western thinkers in the past, and continues to do so in contemporary 
times (Hansen, 2007; Riner, 2010; Fulton, 2014). There are many reasons that could be 
brought forth for this advancement, and one of the more important ones is the need for 
engaged leadership. Today’s employees are looking for leaders that believe in 
philanthropy and elevate their minds and actions beyond self-interest (Kemavuthanon & 
Duberley, 2009).  
 
Buddhist teaching is closely related to this view, as it delineates that we attain life’s 
objectives in three tiers: personal advancement (Attatha), the advancement of others 
(Parattha), and reciprocal advancement (Ubhayattha) (Kemavuthanon & Duberley, 
Abstract 
Leadership toward a sustainable and morally 
responsible future is reviewed within the 
context of the ancient Noble Eightfold Path, a 
core Buddhist instrument that is used here 
within a secular scope. Following a brief 
exploration of its two main concepts, 
leadership and Buddhism, the article reveals 
eight elements of the Noble Eightfold Path 
with illustrations from contemporary leaders 
who have implemented these practices in 
their careers. The leaders reviewed are Elon 
Musk, Muhammad Yunus, Binta Niambi-
Brown, Ray Anderson, Millard Fuller, 
Vandana Shiva and Howard Schultz. 
Scholars and practitioners are encouraged to 
consider the Noble Eightfold Path as a 
mindful moral compass. 
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2009). So, could Buddhism, when perceived as a psychological practice, lead to engaged 
leadership within contemporary leaders? In order to find that out, this paper will link an 
ancient Buddhist cluster of eight behaviors to contemporary needs for leaders’ practices, 
thus presenting a useful roadmap to those who might consider this a viable paradigm for 
their leadership performance from here onward. 
 
This paper first presents a brief overview on leadership, followed by a slightly more 
extensive overview on Buddhism. This structural sequence was guided by the fact that 
leadership will be presented in light of a foundational Buddhist concept: the Four Noble 
Truths, including the Noble Eightfold Path. Once introduced, each element of the Noble 
Eightfold Path will be briefly presented, followed by a discussion of a contemporary 
leader that has compellingly displayed this element. Due to the fact that the treads of 
the eightfold path are not to be seen as sequential but as conjointly, each of the 
presented leader could easily be discussed at any of the other treads. 
 
Leadership: Some Thoughts 
 
A comparison of the qualities that were considered critical for leaders in the twentieth 
century with the ones that matter today, exposes some differences. As a result of 
repeated exposure to major corporate frauds such as Enron, WorldCom, Tyco, 
HealthSouth, Freddie Mac, American Insurance Group (AIG) and Lehman Brothers, 
today’s workforce members have come to understand that leaders with sheer profit 
focus and self-serving agendas, but void of concern for the wellbeing of stakeholders, no 
longer have a place in today’s performing entities. The manifestation of the above and 
many other corporate downfalls served as an epiphanal shift in employees’ paradigms. 
Additionally, the transformation from an industrial economy to an information society has 
shifted the collective behavioral emphasis to integrity, communication, and flexibility 
(Robles, 2012). The phenomenon “wealth” has been gradually changing from amassing 
material or monetary assets to appreciating knowledge and insight: mind over matter 
(Gilder, 1990). 
   
Moral Essentials for Today’s Leaders 
 
While employees are increasingly conveying their preference for flexible, transparent, 
and honest leaders, there are still many chief executives who prioritize their personal 
financial growth over the wellbeing of stakeholders. Stakeholders are defined in this 
paper as all individuals and groups that are affected by the performance of the entity. 
Johnson (2011) describes the topic of leadership today as one that displays a bright and 
a dark side. On the bright side there are those leaders with good intentions who rapidly 
and massively respond to small and large moral issues. On the dark side, there are still 
leaders in almost every environment — business, the military, politics, medicine, 
education or religion — who get involved in ethical scandals. There are some leaders who 
suffer from a poor reputation and even find themselves facing lawsuits or behind bars, 
often leaving their former followers (employees or supporters) in dire situations, varying 
from loss of jobs of livelihood to loss of personal dignity, or even loss of personal safety 
(Johnson, 2011).  Because leaders have the power to influence the lives of those that 
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follow them, they can cause much damage in large circles, especially when we consider 
that each follower, in turn, has dependents that count on his or her wellbeing. Johnson 
cites authors such as Palmer, Lipman-Blumen and Kellerman, who point out several 
shadow sides of leadership and warn for the numerous destructive behaviors that 
leaders can exert. Trust in leaders has been dwindling in recent decades: a national 
business ethics study, sponsored by the Hudson Institute and Walker Information found 
that less than half of the American workforce considers its leaders to be people of high 
integrity (Carroll, 2009). As they increase their observations, reading and 
communication, employees assess their leaders’ moral footprint more rapidly today 
(Marques, 2014). People in leading positions should therefore consider the ethical 
impacts of their decisions at all times and choose for directions that are ethically sound 
(Gilbert, 2012).  
 
Soft and Hard Skills  
 
The transmutation in leadership behavioral preferences has brought to the forefront, the 
discussion of soft and hard skills for leaders. Soft skills encompass behaviors of 
motivation, empathy, self-regulation, and social skills (Goleman, 2000), and focus more 
on interpersonal relationships (Dixon, Belnap, Albrecht & Lee, 2010). Hard skills, on the 
other hand, pertain to intelligence, analytical/technical skills, determination, rigor, and 
vision (Goleman, 2000), and could best be classified as technical or administrative 
qualities that can be quantified and measured (Dixon et. al., 2010). Leaders should 
apply both, soft and hard skills, in proper balance in order to combine their astute 
business behavior with decent interpersonal sensitivity (Marques, 2014).  
 
The rise of soft skills in leadership is important. This is neither a temporary phase that 
will diminish in a few years, nor a tendency that will be limited to smaller firms or non-
profit entities. The call for soft skills in leaders is a global one, which has been proven in 
studies such as the one from Hind, Wilson and Lenssen (2009), who surveyed workforce 
members of 11 large European Multinational Corporations and found that these 
employees considered soft skills imperative to good leadership. Robles (2012) 
underscored these findings with the results from a study among 57 business executives, 
who also agreed that integrity and communication were some of the most critical soft 
skills needed in today’s workplaces. As business leaders become more aware of the 
need to combine hard and soft skills in their approaches, we are gradually entering a 
stage where Buddhist psychology could find broad reception in contemporary 
workforces.  
 
Buddhism: A Snapshot 
 
Buddhism has been around for more than 2500 years. The man we came to know as 
“the Buddha” was named Gautama Siddhartha, and lived from about 563 or 566 B.C.E. 
to about 486 B.C.E. Most research scholars claim that the place of his birth was what we 
now know as Lumbini, in Nepal (UNESCO World Heritage Center, 2016), yet, there are 
some sources that refute this and claim that he was born in India (“Buddha. Biography,” 
2016; “Historians generally agree…,” 2016). Siddhartha, who was the son of a tribal 
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king, distanced himself from his affluent background as a young man, and subsequently 
acquired some valuable insights over the course of his life. The Buddha’s insights have 
been formalized in various “vehicles” or “schools,” were passed on through the 
centuries, and have since spread worldwide. The most commonly known schools, 
sometimes referred to as “vehicles,” are Theravada, also known as the older smaller 
vehicle, and Mahayana, also known as the larger vehicle. Even though they have some 
important philosophical differences, the two schools share a number of critical 
foundational insights and teachings such as suffering, impermanence, no-self, karma, 
nirvana, dependent origination, mindfulness, and the Four Noble Truths and the Noble 
Eightfold Path (Marques, 2015). 
 
Buddhism presents a specific worldview and way of living that leads to personal 
understanding, happiness, and a wholesome development (Johansen & Gopalakrishna, 
2006). It can be described as a moral, ethical, value-based, scientific, educational 
system that serves the purpose of enabling its observers to see things in their true 
nature, which will, in turn, help them get rid of suffering and attain happiness for 
themselves and many others. The Buddha is not to be worshipped as a god but revered 
as an awakened teacher (Johansen & Gopalakrishna). 
  
Moral Underpinnings 
 
According to the Dalai Lama (2005), the highest spiritual ideal in Buddhism is to 
cultivate compassion for all the living, and contribute toward their welfare as much as 
possible. With today’s global challenges that vary from alterations of food and living 
species (through DNA manipulations), to diversification and potential misuse of 
technological possibilities, the Dalai Lama (2005) calls for a collective moral compass 
that acknowledges the basic goodness of human nature, recognizes the preciousness of 
life, honors the need and maintenance of balance in nature, and transcends the 
limitations of religious, cultural, and national boundaries. Implementing such a moral 
compass can only be done through mindfulness and concentration, which Thich (2010) 
describes as a moment to moment awareness of our circumstances. Thich (2010) 
explains that mindfulness makes us aware of the many instances of happiness we 
otherwise overlook in life. 
 
Buddhism can be perceived in different contexts, such as a social model, a religion, a 
philosophy, or a psychology. It eludes the query about a higher being, and primarily 
focuses on the teaching of virtues such as non-harming and the ending of suffering 
through a series of steps pertaining to our views, intentions, speech, actions, livelihood, 
efforts, concentration, and mindfulness. These steps form the Noble Eightfold Path, 
which is the last of the Four Noble Truths. The Noble Eightfold Path will further be 
discussed in this paper, along with brief ponderings about leaders who potentially meet 
one or more of the criteria. 
 
The Four Noble Truths 
 
The Four Noble Truths were defined by the Buddha, and became foundational in his 
post-enlightenment lectures. The Four Noble Truths are, in fact, a sequence of insights: 
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1. The truth of suffering (suffering exists) 
2. The truth of the origin of suffering (suffering has a cause) 
3. The truth of the cessation of suffering (suffering can be ended) 
4. The truth of the path, the way to liberation from suffering (the path to end 
suffering) 
 
Suffering, in this context, actually is an insufficient term, because the Buddha intended 
to encompass much more with the word that he used, which was “Dukkha.” Dukkha 
pertains to more than suffering, pain, or misery. It suggests the foundational 
unsatisfactory sense we get from existing. It refers to the lack of perfection and the 
constant struggle and strive that is associated with life (Bodhi, N/A).  
 
Brief Overview of the First Three Noble Truths 
The First Noble Truth establishes the foundation of a reality: suffering exists. In this 
regard, “suffering” pertains to the entirety of life, and the many instances of anguish it 
brings, from birth to death, from illness to aging, and from unpleasant experiences to the 
inability to obtain or hold on to the things we crave (Trungpa, 2009). The Second Noble 
Truth, which states that suffering has a cause, can be easily understood once we have 
obtained an understanding of what the First Noble Truth entails. This Second Noble 
Truth encompasses the reality of gaining things and losing them again: the recurring 
manifestations of impermanence, which can cause mourning and oftentimes even a 
sense of devastation. Because human beings are possessive by nature, we have a drive 
to obtain and cherish, and the fact that we can only hold anything, even our youth, our 
health, our loved ones, and even our life, for only a while, causes suffering (Rahula, 
1974). We have a tendency to cling to people, places, experiences, wishes, ideas, or 
mindsets, and this causes suffering (Nyanatiloka, 1970). The Third Noble Truth, suffering 
can be ended, shines a positive light on the grimness that emanates from the first two: it 
is possible to become free from suffering. In order to attain this, however, the cause of 
our suffering has to be terminated, which means that desires and aversions will have to 
be annihilated. Rahula (1974) describes the state of having released our desires, thus 
having ended our suffering, as the attainment of nirvana.  
 
The Four Noble Truths can be seen as the essence of the Buddha’s teaching (Bodhi, 
1994, 2000). The first three Noble Truths, as explained above, are intended as points of 
understanding, and the fourth, which entails the Noble Eightfold Path, as a practice to be 
implemented if one chooses to address the issue of suffering. A good way of looking at it 
is, that the First Truth has to be understood, the Second Truth has to be abandoned, the 
Third Truth has to be realized, and the Fourth Truth has to be developed (Bodhi, N/A).  
 
The Noble Eightfold Path 
The Fourth Noble Truth provides an actual way to end suffering: The Noble Eightfold 
Path. This Path encompasses the following practices or insights: Right View; Right 
Intention; Right Speech; Right Action; Right Livelihood; Right Effort; Right Mindfulness; 
and Right Concentration. There is no specific sequence in this set of insights, because 
they are interrelated. However, it might be prudent to start the review of this path with 
right view for the simple reason that right view enhances the understanding of the first 
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three Noble Truths, while it also augments insight into the importance of this 
interconnected elements of the Path. In other words, it links the awareness of the initial 
three Noble Truths to the contents of the Fourth. Yet, that is just one way of perceiving 
“right view.” In fact, the entire scope of the Four Noble Truths and the Noble Eightfold 
Path can be reduced to two essentials, 1, Suffering, and 2, The end of suffering (Gethin, 
1998).     
 
When considering the path, it becomes clear that each part is integrated and can serve 
as a good preparation to the next. For instance, right mindfulness, which can be attained 
through meditation, leads to right concentration (Gombrich, 1988). In the following 
section, we will engage in a brief contemplation of each tread of the path and bring this 
within the realm of leadership, thus attempting to demonstrate how this tread could 
benefit leaders. 
 
The Noble Eightfold Path as Leadership Compass 
Right View 
As indicated before, “right view” may be considered a good starting point of the path, 
even though there is no specific requirement to do so. However, when engaging in right 
view, one can begin with acquiring a deeper understanding of the Four Noble Truths: the 
fact that we suffer; the reasons why we suffer; and the reality that we can choose to end 
our suffering. Right view can help us nurture good intentions and keep bad intentions 
quiescent (Thich, 1998). Right view entails our ability to detect which of our mindsets are 
constructive and nourish those.  It also influences our perception: the way we consider 
things that happen to and around us. We have the ability to either maintain a negative 
view and perceive everything as an offense to the quality of life, or consider matters from 
a positive angle and distinguish the positive lessons in each experience. Right view 
adjusts limiting perspectives, and may even lead us to understand that actually, all 
perspectives are limiting. Thus, right view influences our attitude. 
 
Within the leadership context, Elon Musk could be considered a decent example of a 
contemporary leader practicing “right view.” Musk has the ability to not only consider the 
major challenges our world faces, but also actively and devotedly work on finding 
solutions to these seemingly insurmountable problems.  
 
Musk is not an advocate of incrementalism, but has revolutionary views on redesigning 
the future. His visions are not years but decades ahead of their time (Vance, 2012). 
Having started in the dotcom era with some insightful ventures such as Zip2, which he 
sold to Compaq Computer for more than $300 million, and X.com, the precursor to 
PayPal, which he sold to E-Bay for $1.5 billion, Musk created the financial space to begin 
realizing bigger and more impactful dreams (Vance, 2012).  
 
As a business leader, Musk actively works on addressing the heavy toll we have thus far 
taken on our environment and on finding a solution for our ever-growing human 
population. In regards to the first, his Tesla automobiles that drive on electricity rather 
than unsustainable and environment contaminating fossil fuels, speak volumes. In 
regards to the latter, he has been diligently evolving Space Exploration Technologies, 
known as SpaceX, the first-ever private company to deliver cargo to the Space Station. 
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While the current activities of SpaceX are rather lucrative, Musk focuses on the bigger 
picture: occupying Mars as humanity’s second home (Vandermey, 2013).  
 
Having been likened to Steve Jobs more than once, Musk’s most outstanding leadership 
quality, similar to Jobs, is not invention but vision. Having acquired a design thinking 
mindset through an early interest in science and history, and holding degrees in physics 
as well as business (Vandermey), Musk has developed the critical leadership skill of 
seeing past the here and now, and responding to needs that are still considered 
insoluble by most. For that very reason, Musk has been called one of the greatest 
optimists in history, definitely when considering an optimist within the scope of physicist 
David Deutsch, who describes optimists as people who believe that “any problem that 
does not contradict the law of physics can ultimately be solved” (Vandermey, p. 90).  
 
Musk has determined for himself what a better future for humanity should look like, and 
he has inspired an entire legion of workers to help him realize this vision. He worked 
hard on his dream even before there was any external confidence in his vision, and he 
himself had little or no certainty that he would succeed. In an interview, Musk explained 
that he considers the California bullet train a setback rather than a sign of progress, 
because it will move people from Los Angeles to San Francisco at a speed of merely 120 
miles per hour, something they can achieve on the freeway by car. He boldly expressed 
his disappointment in such a project in a leading hub in the US to the California 
Governor, Jerry Brown, underscoring that we should not focus on the glory of a small 
group, but on the progress of an entire nation (Musk, 2014).  
 
Musk’s attitude is one of great example to leaders of today: dream big and constructive 
with no immediate focus on money, as this will ultimately come in with much more 
abundance when perceived as a consequence than as a primary goal. Musk’s ideas 
focus on macro wellbeing, and he has found a way to communicate these ideas in cross-
disciplinary ways, leading to increased interest from a broad base of thinkers 
(Vandermey, 2013). Musk is not in the business of merely making a fortune, but in the 
movement of making an impressive yet sustainable difference for the earth and its 
inhabitants. He has thus far translated this passion in Tesla, SpaceX, and SolarCity, and 
possibly also the Hyperloop, all focused on a better quality of life on (or off) mother earth.    
 
Right Intention 
Right intention is also designated as “right thinking,” and pertains to mental focus. 
Maintaining a right intention is not as easy as it may seem. Thich (1998) recommends 
four actions to refrain from losing right intention: 1) Ensuring proper understanding of 
what we see, read or hear, and contemplate on things first, since first impressions may 
be misleading; 2) Scrutinizing our actions in order to verify that we are not mindlessly 
exerting adopted habits, but engage in well-considered behavior; 3) Inspecting our 
habits, and acknowledging that we have good and bad ones. Knowing our bad habits can 
help us refrain from allowing them to emerge at times when we least need them, and 4) 
Nurturing an awakened mind in order to benefit others as much as possible. In 
Buddhism, this is referred to as “Bodhicitta.” When we engage in Bodhicitta, we become 
filled with the intention to do well onto others, and help them become happier beings. 
 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
103 
L
E
A
D
E
R
S
H
IP
 
With his long-term view on humanity’s and earth’s wellbeing, Elon Musk could be 
considered as a person with right intention as well. In this section, however, another 
business leader will be highlighted: Muhammad Yunus. Yunus is thus far the only 
business person who received the Nobel Peace Prize (in 2006). This prestigious award 
was granted to Yunus (and his brainchild, the Grameen Bank) because of his initiatives 
and decades of banking for the poor, and developing a microcredit system that was later 
adopted by many organizations in many nations. An economics professor by profession, 
Yunus returned to Bangladesh in the early 1970 after the country gained independence. 
He took on a position as economics professor at Chittagong University. On his daily walks 
through the streets in the village, he was shocked by the poverty he witnessed all 
around. He saw hard working people, who simply lacked the chance to get ahead in life, 
regardless of their actions. From his interactions with them, Yunus learned that these 
people were trapped in the clutches of money-lenders, who determined how much they 
wanted to pay for the products the poor people produced. This way, their poverty was 
sealed, while the money lenders had a guaranteed and abundant income flow. Deeply 
contemplating on his impressions, Yunus decided to organize a research project with his 
economics students, in order to find out how much money the poor people in the nearby 
village owed to the money lender. The amount was a little more than $27.00 (twenty-
seven dollars). Yunus then visited the local bank, where he learned that poor people 
could not get loans, because the general perception existed (and still exists) that poor 
people are not creditworthy, as they don’t pay back their loans. Yunus decided to loan 
the poor people the money out of his own pocket, and found that, contrary to what the 
banks assumed, he received 100% of the loan amount back. Unfortunately, the local 
banks were unwilling to surrender their viewpoint and give the poor people a chance, 
regardless of the data Yunus presented. 
 
Fascinated by the debilitating state of being stuck in an obsolete paradigm, and filled 
with a desire to change the quality of the lives of the poor people by liberating them from 
the clutches of the money lenders, Yunus founded Grameen Bank, which means, “Bank 
of the Village.” In 1983, Grameen Bank received authorization to perform as an 
independent bank, and Yunus could start realizing his dream of reducing, and possibly 
one day even eradicating poverty in Bangladesh. Grameen Bank offered collateral-free, 
income-generating housing, student, and microenterprise loans to poor families (Vlock, 
2009). At first, Grameen bank would loan money with a heavy emphasis on men (98%), 
with only 2% of female lenders. Yet, Yunus quickly found out that women were more 
serious in utilizing the money toward actual progress for their families, and were 
prompter in paying back their loans. This led the bank to prioritize loans to women, 
leading to a current base of 98% female lenders (Esty, 2011). Woman who wanted a 
loan, needed to have the support of a team of others, who would become co-responsible 
for repaying the money. “Over the years, [Yunus’] Grameen Bank, now operating in more 
than 100 countries, has loaned nearly $7 billion in small sums to more than 7 million 
borrowers-97 percent of them women. Ninety-eight percent of the loans have been 
repaid” (The World’s Top 20 Public Intellectuals, 2008, p. 55).  
 
In his Nobel Peace Prize acceptance speech, Yunus pointed out that poverty is a threat 
to peace. He shared the grim reality that 96% of the world’s income goes to 40% of the 
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global population, while 60% of the people have to share only 4% of income among each 
other. Poverty is the absence of all human rights. If we want to build stable peace, we 
have to create means for the poor to rise above their deprived state (The World’s Top 20 
Public Intellectuals, 2008).  
 
While the Bangladeshi political leaders ousted him from Grameen Bank in 2010, and 
several sources question the rules at Grameen, where loans are never forgiven but only 
restructured (e.g. Adams & Raymond, 2008), Yunus has made a major contribution to 
improvement of the position of the poor in many nations through his micro credit system. 
He is a globally revered person who compelled friend and foe to take another look at a 
paradigm that we collectively nurtured for decades if not centuries, and has 
demonstrated that poverty, being a human-made problem, can be eradicated if we want 
to. 
 
Right Speech 
These times of massive and divergent communication avenues have brought the 
importance of right speech more to the forefront than ever before. Words are critical 
vehicles of information sharing, and they can be either constructive or destructive. 
Engaging in right speech entails deliberate refraining from saying things that negatively 
affect others. It further entails practicing mindfulness when sharing information that has 
not been verified and could be harmful to other parties. Engaging in right speech also 
involves efforts to resolve division and disharmony, and attempts to promote or restore 
unison and harmony. Right speech means telling the truth to the best of one’s abilities, 
not creating divisiveness by telling different people different things, refraining from 
making cruel statements, and refraining from overstatements (Thich, 1998). A great way 
of fostering right speech is listening, because listening enables us to seriously internalize 
and evaluate others’ words and intentions before responding. This may clarify how right 
view and right intention are embedded into right speech. It may also clarify that leaders 
such as Elon Musk and Muhammad Yunus, who both embarked on business ventures 
that aim to bring improvement to entire societies, may be very well able to practice right 
speech if they focus on doing so.  
 
An interesting example of a leader who practices right speech is Binta Niambi Brown, 
who is CEO and cofounder of Fermata Entertainment Ltd. and a partner in the corporate 
practice of the New York office of Kirkland & Ellis LLP. Ms. Brown is also a prolific 
fundraiser, funding political, humanitarian, and cultural initiatives through her extensive 
network (Binta Niambi Brown, N/A).  Early on in her career, Brown was confronted with 
the dilemma of telling the truth and potentially losing a lucrative contract, or keeping the 
truth hidden the deal was sealed. She chose to practice right speech by telling the client 
of a $3 billion asset acquisition what she knew, thus risking a major financial setback for 
herself and her business partner. She was well-aware that telling the truth at such a 
critical moment so early in her career, could ruin the deal and be disastrous for her 
future professional path. She understood well that she was risking major reputation loss 
amongst colleagues. However, she decided that she could rather live with that than with 
concealing the truth to her client. Ultimately, the deal went through, and Brown learned 
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an important lesson that paved the path of her business behavior from there on: honesty 
is the best strategy (Giang, 2015). 
 
There is more to Brown’s behavior than mere right speech. Brown’s career choice and 
performance demonstrates the interconnectedness between various treads of the 
Eightfold Path.  She began dreaming of being a lawyer when she was merely ten years 
old, after hearing a congressman telling her class that he knew he wanted to be a 
politician when he was their age. Upon contemplating on the improved position her 
family enjoyed due to the civil rights movement, she decided that law was the way for her 
to contribute further to righteous causes. She realized that being a lawyer would enable 
her to make a positive difference for large groups in the future. Soon after becoming a 
law firm associate she realized the poignant lack of women of color in her position, and 
decided to become a fundraiser for political causes, arts organizations and her alma 
mater, Barnard College (Potkewitz, 2011). Brown’s determination drove her forth to 
become one of the top young black fundraisers in the US. She became highly involved in 
Hillary Clinton's 2008 presidential campaign and was elected a trustee of Barnard 
College at age 34 (Potkewitz, 2011). In Brown’s above-described actions, we can detect 
the three treads of the Noble Eightfold Path discussed so far: right views, right 
intentions, and right speech, as well as the ones to be discussed hereafter: right actions, 
right livelihood, right efforts, right concentration, and right mindfulness. 
 
Right Action 
Right action starts, interestingly enough, with the discontinuation of an action: the action 
of harming ourselves and others (Thich, 1998). The context of right action is a very broad 
one, as it entails carefully guarding our practices, helping to protect life, and the 
wellbeing of all living beings, in the broadest sense possible. This also means no killing, 
no stealing, and not engaging in any type of misconduct. Because temptation is all 
around us, it is not as easy as it may seem to engage in right action. Killing, for instance, 
is a very broad topic. It also entails, for instance, refraining from killing for pleasure 
(hunting).  Right action is in high need in our times, where wrong actions have led to 
global warming, and the loss and destruction of many innocent lives in the environment, 
due to our inconsiderate, selfish behavior. While the human community has progressed 
in many ways, its progress has happened at the expense of many other beings: the 
imbalance in income is greater than ever, which means that some pay for the prosperity 
of others. Human beings and animals in many parts of the world are victimized on a daily 
basis by those who allow themselves to be driven by mindless, selfish actions. The 
unbridled destruction of natural resources in our few global rainforests without proper 
replenishment, for instance, has demanded its toll, and since we are not living on an 
island, we will all ultimately feel the negative effects of these mindless actions.  
 
While the leaders discussed earlier all engaged in right action, there is one leader that 
specifically focused on trying to diminish and potentially discontinue the action of 
harming as soon as he became aware of it: Ray Anderson. Ray Anderson was the 
founder and CEO of Interface, the world’s largest carpet tile company. From the early 
1970s, when he founded the company, to the early 1990s, Anderson was a CEO as 
many others: focusing on profit maximization and unconcerned about the massive 
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destruction his company’s activities caused to the environment. While he was in 
compliance with legal prescriptions, he did little more to ensure a sustainable approach 
to the ecosystem. However, in 1994, he was approached by a team in his organization 
that was attempting to answer questions asked by clients. The questions pertained to 
the company’s environmental vision, which, at that time, was non-existent. Anderson 
soon became intrigued by the topic of sustainable performance and came to the 
astounding realization that he, along with many other corporate leaders, had lived the 
life of a plunderer, yet had never been punished for doing so. He started reading books 
that increased his awareness on the topic, and the more he read, the more his intention 
changed toward right action. Anderson subsequently embarked on mission to make 
carpets sustainably, an act that took immense effort and creativity to transform from 
impossible to achievable, because carpet production is by default highly destructive to 
the environment (Langer, 2011). Anderson’s efforts to engage in right action 
transcended the walls of interface: he gave presentations, wrote books and articles, and 
talked to suppliers and fellow CEOs about the sustainability movement that was way 
overdue (Langer, 2011). He got encouraged to do all this after reading that the same 
source that caused the destruction through a “take-make-waste” approach (business), 
could also be the initiator of a restoration of the crisis in the biosphere (Anderson, 
2007). As the years and the efforts accumulated, Interface gradually moved from using 
less than 1 percent to 49 percent in the use of recycled and renewable sources (Davis, 
2014). Up till the year he died, 2011, Anderson worked on transforming himself into the 
greenest chief executive in America, and received numerous awards for being a model 
environmentally-conscious leader (Interface’s Ray Anderson…, 2011).  
 
Right Livelihood 
Right livelihood pertains to the ways people earn their living. It predominantly focuses on 
the nature of the work one does, and whether this is constructive or not. Thich (1998) 
suggests some of the critical questions one could reflect on to ensure right livelihood, 
such as, a) whether one is producing, dealing in, or promoting weapons of any kind that 
are being used to kill and destroy; b) whether one is engaging in practices where people 
are blatantly being taken advantage of, or c) whether one is involved in the production 
and/or promotion of destructive products such as alcohol and drugs.  
 
An underrated role-model for practicing right livelihood is Millard Fuller, the founder of 
Habitat for Humanity. After studying economics and law, Fuller transformed himself into 
a self-made millionaire before he was thirty years old. Yet, he was never home, and 
spent very little time with his wife and children (Millard Fuller…, N/A). When, however, his 
wife demanded a divorce, Fuller regained his sight on what he really considered to be 
important in life, and that was not mere wealth but rather, happiness. He promptly 
donated all his money to charitable organizations, and devoted the rest of his life to 
being closer to his family. When Fuller and his family visited a friend in Georgia, they 
became attracted by the idea to build homes for the poor, and Habitat for Humanity was 
born. Along with his team, Fuller built more than 300,000 homes for about 1.5 million 
people worldwide. In the early 2000’s he experienced some challenging times with the 
board of Habitat for Humanity, which eventually led to his departure from the 
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organization. However, Fuller was not one to stay down very long: he founded the Fuller 
Center for Housing, and continued to build homes for the poor until he passed away in 
2009.  
 
Engaging in right livelihood may not have made Fuller a billionaire, but he did not live in 
poverty either, and most importantly, he was revered and respected by many worldwide. 
He was awarded the Presidential Medal of Freedom, the US’ highest civilian honor, and 
received numerous other forms of international recognition among which more than 50 
honorary doctorates (Fuller, Millard Dean, 2009).  
 
Right Effort 
Right effort is sometimes also listed as “right diligence.” While effort is generally an 
admirable practice, it can be directed to constructive or destructive activities. People 
who work in industries that produce items for destruction undeniably invest effort in their 
job. Unfortunately, this cannot be considered right effort, due to the suffering it causes. 
Right effort, like all other treads of the eightfold path, requires careful evaluation of our 
actions, thoughts, and intentions, in order to assess whether they are constructive. 
Similar to the other elements of the path, right effort is very personal in nature as well. It 
should be applied as a way of contemplating on the roots of our suffering, and 
subsequently engaging in the effort to release those roots.  
 
Dr. Vandana Shiva has engaged in right effort since the 1970s, voicing the voiceless in 
regards to environmental sustainability and human wellness. As a scholar, Shiva takes a 
critical stance against bio-prospecting efforts undertaken by Western corporations 
among indigenous communities, and advocates social activism to protect communities 
from exploitation (Orozco & Poonamallee, 2014). Dr. Shiva has clear viewpoints on the 
major problems of today’s world. She links poverty to the current worldview, which 
condones a vicious cycle by supporting technologies to compensate for scarcity, 
environmental destruction, ecosystems disruption, and human poverty, created by those 
very technologies (Reason, 2014).  
 
Vandana Shiva received the first signs of her purpose when she became involved with 
Chipko, a grassroots movement initiated by predominantly women to enhance 
awareness about the illegal, massive felling of trees in the Himalayan area, causing vast 
ecological destruction. Through her involvement in this program, Shiva became aware of 
the importance of natural resources, the environment and ecology to the poor. Over the 
past decades, she learned about governments colluding with big businesses in the 
depletion of resources; about irresponsible and unsustainable trends in agribusiness, 
and about free trade treaties that supported the monopolization of the global food 
production through new technologies, making them unavailable to small farmers. The 
awareness of these mendacious global developments sparked Dr. Shiva’s fighting spirit, 
urging her to found “Navdanya” (meaning, “nine seeds”) to cultivate seeds and promote 
biodiversity (Manikutty, 2006). Dr. Shiva affirms, “I believe there is a way in which we 
can move forward and I try to move in that direction” (Manikutty, 2006, p. 92). Being one 
of the leaders of the International Forum on Globalization, Shiva asserts that the 
problems we are currently facing with globalization are not due to integration, since this 
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has been happening for a long time and will continue to do so, but are due to the terms 
that have been defined for integration. These terms were delineated by global 
corporations (Manikutty, 2006). Shiva continues,  
 
What has seriously gone wrong with globalization is the illusion about a global 
village. The reality is of a global supermarket — run on a Walmart model. Walmart is 
excellent in maximizing its profit margins, gets cheapest production from wherever it 
can get, cheapest sales in its retail systems, highest level of monopolizing through 
economies of scale, and is able to then rip off the workers and the original producers 
(Manikutty, p. 94). 
 
Dr. Vandana Shiva continues to lead crusades, partake in forums, write and speak out 
about the predatory manipulation of globalization, and specifically, the use of genetically 
modified crops, which are considered by many to be a major menace to human health 
and the livelihood of agrarian peoples worldwide (Specter, 2014).   
 
Right Mindfulness 
In practicing mindfulness, we also practice all other facets of the eightfold path: right 
view, right intention, right speech, right action, right livelihood, right effort, and right 
concentration. When we are mindful, we see things that we usually take for granted: the 
grass, the trees, our partners, our colleagues, our pets, and we realize fully that they are 
here now. It is our mindfulness that can guide us toward truly appreciating what we see, 
and displaying our gratitude for their presence. Through our mindfulness, we may 
instigate the mindfulness of others. The appreciation that is part of mindfulness can 
alleviate the suffering of mindlessness, and encourage us to go a step further, so that we 
concentrate on others, understand them better, and transform our own suffering and 
theirs into joy (Thich, 1998). 
 
Mindfulness can be enhanced through various techniques. While currently a practice 
that is highly esteemed, mindfulness techniques were perceived as predominantly 
Buddhist or otherwise eastern-based up till the 1960s. The 1970s, however, brought an 
insightful wave to the Western world, and mindfulness meditation as well as other 
techniques have since earned respect and are currently even used as a therapy form 
(Adriansen & Krohn, 2016). Mindfulness can be provoked in several ways. A frequently 
practiced way is meditation. One of the most well-known forms of meditation is 
Vipassana, or insight meditation, which is the meditation practice in which Siddhartha 
Gautama, who later became known as the Buddha, engaged when he gained 
enlightenment. Vipassana has emerged into a global movement, and is even more 
westernized than, for instance, Zen, because it does not require traditional techniques. 
Because it can be practiced in a non-sectarian way, Vipassana meditation is attractive to 
Buddhists and non-Buddhists alike (Marques, 2008).  
 
A leader who has displayed mindfulness in multiple facets is Howard Schultz, CEO of the 
Starbucks Corporation. As a businessman, Schultz managed to remain mindful of the 
bigger picture, and repeatedly made decisions that were not necessarily in line with a 
die-hard bottom-line focus. He returned as CEO to the company in 2008 after a multi-
year hiatus, because he was concerned of the excessive profit focus that threatened to 
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alienate Starbucks from its core activities. Growth had become an end onto itself rather 
than a means to an end. The Starbucks Corporation had turned into a performance 
machine, where the value of stocks on Wall Street mattered more than the human 
experience: customers’ opinions were no longer important, and neither was the selection 
of store locations (Hess, 2010). To Schultz, this development was in stark contrast to his 
frequently iterated notion of “provid[ing] human connection and personal enrichment in 
cherished moments, around the world, one cup at a time” (Schultz & Jones Yang, 1997, 
p. 266).  
 
Upon his return as the Starbucks chief, Schultz closed about 900 underperforming 
stores (Saporito, 2012), and only opened new stores in areas where there was room for 
responsible growth. Schultz has learned valuable lessons from past mistakes and uses 
these experiences to the company’s advantage from here onward. For instance, when 
Starbucks was starting to offer breakfast, the aroma of fried eggs was overpowering the 
well-known Starbucks coffee aroma, alienating many of the coffee-desiring customers. 
As a result, Schultz has become more cautious in introducing new beverages and other 
products to its line of service. In international performance, Schultz also puts his 
experience to work: no longer does he try to impose Starbucks products to new markets. 
Instead, he adapts to local desires and cultural directions. Gradually, this has led to an 
increasingly coffee-loving population in tea-admiring nations such as Beijing and 
Bangkok (Lin, 2012). 
 
What makes Schultz a good role model for mindful leadership, however, is his sense of 
responsibility beyond the coffee business. Starbucks’ employees, about 160,000 
worldwide, are considered “partners” even if they work part-time. Unlike most major 
employers, Starbucks’ part-timers receive reasonable pay, full health insurance benefits, 
and stock awards (Goetz & Shrestha, 2009), a result of Schultz personal life experience 
at an early age, when his father was laid off as a part-timer without health insurance 
after an accident. Schultz has now also instated college reimbursement programs for 
employees who work at least 20 hours per week. To that end, he has established 
partnerships with several US Universities. He understands that a college education may 
lead to a departure of these employees in the long run, but his aim is to contribute to 
expanded future options for these employees (Choi, 2014). Schultz has also been 
instrumental in assisting with the unemployment problems right after the great 
recession. Under his guidance, the Starbucks foundation has been supporting a 
campaign called “Create Jobs for USA,” which focuses on funding job development in 
deprived areas (Saporito, 2012). In addition, the Starbucks Corporation has made 
strides in its listing as a Fair Trade (FT) corporation, thus helping to amplify awareness 
about this movement, and Schultz has expressed great support for employing differently 
abled citizens (Marques, Camillo & Holt, 2014). On his many travels in and outside of the 
US, Schultz talks and listens to many people, and engages in initiatives that speak 
clearly of his will to make a positive difference in other’s lives. He has been known to 
help disabled veterans, whom he met on his visits, to find a purpose in life again. He 
personally assisted in the rebuilding of homes in Louisiana after Hurricane Katrina. 
Howard Schultz and his wife founded the Schultz Family Foundation, through which 
many of his social endeavors are sponsored, primarily focusing on rehabilitating veterans 
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in the US economy and assisting young people with low chances in finding work (Anders, 
2016). 
 
Right Concentration 
Right concentration is firmly intertwined with the other elements of the Noble Eightfold 
Path. Through right concentration we can focus on what really matters. Where 
mindfulness attentively observes all that emerges, concentration has a special focus on 
one object at a time (Nouri, 2013). Right Concentration is oftentimes also referred to as 
Right Meditation. Right mindfulness and concentration are both tools to sharpen the 
mind (Nouri, 2013), and can both be amplified through mindfulness meditation, also 
known as Vipassana. Concentration is required to be present wherever we are. Once we 
can attain that, we enjoy each moment to the fullest, and cease our excessive concerns 
about the past or the future. Through right concentration we can discover beautiful 
scenes and occurrences that used to escape our attention when we were not focused. 
Right concentration can therefore lead us to greater happiness, since we are more 
focused on what matters now. If we engage deep enough in right concentration, we will 
ultimately start realizing the impermanent nature of many of our cravings, and learn to 
release them (Thich, 1998). 
 
Identifying a leader to model right concentration might not be impossible, but might be 
slightly more complicated, due to the specific focus in concentration. At the same time, 
however, it should be understood that the leaders presented as examples in the seven 
previously mentioned elements of the path, could be placed interchangeably, because 
each element of the path is interwoven into the others. Elon Musk would also be a good 
representative of right intention, right speech, right action, right livelihood, right effort, 
right mindfulness, or right concentration. Muhammad Yunus could easily be placed 
within the scopes of right view, right speech, right action, right livelihood, right effort, 
right mindfulness, or right concentration. The same goes for each of the other leaders.  
 
Yet, in slight deviation of the scholarly trend, the exemplary leader to be projected at this 
point is the reader. Assuming that every person is a leader in his or her own right, and 
that anyone reading this article is interested enough in making a positive difference 
toward a better future, there could not be a better role model selected. The only point of 
caution may be that it is imperative to critically examine one’s motives before any action, 
because the same interrelated cycle counts for both constructive and destructive views, 
intentions, speech, actions, livelihood, efforts, mindfulness and concentration. 
 
A Mindful Moral Compass for Twenty-First Century Leadership 
 
The conclusive section of this article consists of an urgent request to scholars and 
practitioners who understand the importance of a primarily sustainability and life-
cherishing oriented leadership style toward the future. With the twentieth century firmly 
behind us, the time has arrived to shift our paradigms from growth prioritization to a 
focus on cultivation of life-sustaining resources. Profits are an important strategy for 
corporate evolution, but in our day and age another evolution requires more attention: 
the evolution of life and therewith, the safeguarding and restoration of critical resources, 
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along with a focus on initiatives and actions that promote a better quality of life for all 
occupants of planet earth. Leaders who withstand the temptation of short term returns, 
and who dare to engage in activities that aim to achieve a better quality of life for all will 
experience greater support, witness more growth, and find more gratification in their 
practices than those who continue to cling to an obsolete paradigm.  
 
Improving Leadership through the Noble Eightfold Path 
Through profiling seven leaders who engaged in multiple elements of the Noble Eightfold 
Path, this article attempted to illustrate that it is possible to be successful in our times by 
thinking, acting, and reflecting in the right way. Musk, Yunus, Brown, Anderson, Fuller, 
Shiva, and Schultz undoubtedly have their human weaknesses, but the major input they 
displayed on a global forum has been one that alluded to great awareness of collective 
wellness. In several cases, it took some time before these leaders landed on the path 
toward massive compassion-awareness, but the ultimate result was worth all prior 
sidetracks.  
 
A critical point to underscore once again here is the fact that the elements of the Noble 
Eightfold Path are interrelated and inspire one another. An interpretation of 
implementing the Noble Eightfold Path could thus be as follows: a leader who engages in 
(morally) right view will mindfully concentrate on decisions that are based on 
improvement of the quality of life for all stakeholders. Consequently, all intention, 
communication (speech), effort, and actions of this leader will be geared toward the goal 
of behaving morally sound. With such a mindful approach from initial views to ultimate 
actions, the leader becomes aware of the need to engage in right livelihood, as (s)he 
consistently gauges his or her accomplishments to the high moral standards developed.  
 
 
 
 
Figure 1: The 
Noble Eightfold 
Path as a Mindful 
Moral Compass 
for Leaders 
 
 
 
 
While some may think that the ancient eightfold path is too idealistic for contemporary 
leadership practices, there are hopefully enough who may start utilizing this path as a 
mindful moral compass in their decision-making and directional processes. The fact that 
the elements of this path are interrelated makes its implementation easier than initially 
estimated. The leaders presented in this article are exemplary of that. While they have 
not been spared from setbacks and disappointments on their leadership journey, their 
overall accomplishments are widely praised, and their ideas and actions applauded. 
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Figure 2: The Noble Eightfold Path as a 
Mindful Moral Compass for Leaders 
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How Do You Spell Leadership?  P.A.T.I.E.N.C.E. 
In my book, Truth, Trust + Tenacity:  How Ordinary 
People Become Extraordinary Leaders, I discuss the 
characteristics of leadership, some of which include strong communication skills, 
integrity, attention to detail, the ability to compromise, civility, and respect. Recently, I 
have discovered another word that describes extraordinary leaders: patience. 
 
Patience is often thought of as a weakness when it comes to leadership. Leaders are 
expected to make split-second decisions, and move on to the next solution if the current 
one isn’t working. Our obsession with quarterly returns and instant gratification prohibits 
us from taking more heed than risk when making decisions.  
 
If you look at the characteristics of some of the world’s greatest leaders, you may notice 
what I did: purpose, approachability, tolerance, independence, empathy, nurturing 
nature, confidence, and endurance. It’s not a coincidence that these words make up the 
acronym patience.  It’s also not a coincidence that these traits are found more in female 
leaders than male leaders.  In fact, one study by Zenger Folkman, reported in Business 
Insider, concluded that women are more effective leaders than men.2 Part of the reason 
is that they had to work harder for longer periods of time — in other words, they were 
patient out of necessity! 
 
Purpose.  Patient leaders understand that having a purpose — and sticking to it — is 
essential if you want meaningful change. No one illustrates this more than Germany’s 
Chancellor, Angela Merkel. Merkel has led her country from intolerance to tolerance; she 
has never wavered from her purpose of ensuring that Germany remains a key player on 
the world stage, often leading from behind or with very little support. Merkel is steadfast, 
straight-forward, and not afraid to tell-it-like it is — all qualities of being purposeful. 
Merkel understands the essence of purpose: “Purpose -- not the leader, authority, or 
power -- is what creates and animates a community. It is what makes people willing to do 
                                                 
1 Ritch K. Eich, author, executive, and retired navy captain, is a management consultant in Thousand Oaks, CA. His 
leadership contributions have been honored by many organizations. He has served on more than a dozen boards of directors 
and trustees. 
2 See http://www.businessinsider.com/study-women-are-better-leaders-2014-1.   
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the hard tasks of innovation together and work through the inevitable conflict and 
tension.”   
 
Approachability.  Patient leaders are open-minded and open to change; they understand 
the value in being accessible. Indra Nooyi, Chairperson and CEO of PepsiCo, is known for 
writing personal notes to employees’ parents — she understands the strength of 
reaching out to people at a more human and personal level.  Approachable leaders take 
a more human-centric approach to leading — they understand that effective leaders 
don’t exploit, they encourage.  Nooyi understands that being a demagogue doesn’t work, 
and in fact alienates customers, clients, and employees.  PepsiCo was open to listening 
to what their customers wanted, and now offers more healthful products in addition to 
their tried and true staples.   
 
Tolerance.  Patient leaders know that being open-minded often leads to positive long-
term solutions.  Tolerant leaders understand the benefits of being broad-minded in 
accomplishing goals; they know that intolerance stunts growth, while tolerance powers it.  
Getting along isn’t always easy.  While most people probably haven’t heard of 
Hamtramck, Michigan, it has the distinction of having the country’s first majority-Muslim 
city council.3 Like its neighbor, Detroit, Hamtramck has had its share of problems, not 
the least of which is dealing with the fear that comes with change.  Hamtramck’s mayor, 
Karen Majewski, recognizes these challenges but knows that by being tolerant and 
welcoming others, one can effect change in a way that will be mutually beneficial. 
Majewski acknowledges that learning to be tolerant of others isn’t always easy, and is 
often uncomfortable, but in the end, we all benefit by taking advantage of individual 
strengths instead of focusing on individual differences. 
 
Independence.  Patient leaders are independent — they are honest and straightforward 
and in some cases even defiant.  Rosa Parks became a symbol of civil rights when she 
refused to give up her seat to a white bus passenger.  Parks was quoted as saying “I was 
tired of giving in.”  Her single act of independence changed history and thrust her into a 
leadership role she wasn’t expecting (despite her previous activism within the NAACP).  
Parks’s defiance fueled a movement that eventually led to passage of the Civil Rights Act 
of 1964, and made her a voice heard around the world.  Leadership evolves from all 
walks of life and from within each of us —it’s not reserved for CEOs or four star generals.  
Parks continued her fight for equal rights until her death in 2005 at the age of 92.   
  
Empathy. Patient leaders are compassionate and concerned about others.  Like 
approachability, being empathetic isn’t a sign of weakness — it’s a sign of maturity and 
confidence. No one exemplifies this characteristic better than Mother Theresa. Like Rosa 
Parks, Mother Theresa was not the stereotypical leader that often comes to mind.  She 
didn’t have an MBA, never served political office, and didn’t have any armed services 
experience.  In fact, many of the most effective leaders in this world do not.  Mother 
Theresa felt a calling to help “the poorest of the poor,” a mission that continues to this 
day. Starting in 1946 when she first felt her calling, Mother Theresa expanded her reach 
to include thousands of sisters who helped thousands of destitute citizens of Calcutta.  
                                                 
3 Retrieved from http://www.modeldmedia.com/features/women-leaders-hamtramck-051916.aspx.  
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Her efforts included hospices for the dying as well as those suffering from leprosy — 
populations which had often been ignored before Mother Theresa’s actions.   
  
Nurturing Nature.  Patient leaders know that by encouraging and supporting others, the 
change that follows can have a significant and positive impact. Sheryl Sandberg, COO of 
Facebook, is an example of someone who knows how to lead and nurture. While clearly 
ambitious, Sandberg doesn’t railroad over people, instead choosing to be a true team 
player.  She is a compassionate advocate of women’s rights — and remains undaunted 
even as she’s criticized for being part of the “one percent.” Instead of exhibiting the bad 
behavior that certain presidential candidates and politicians exhibit, Sandberg shows us 
that by remaining levelheaded and encouraging, you can achieve your goals — and more.  
She uses her stature and position to help — not hinder — others.  Under Sandberg’s 
tenure, Facebook moved from unprofitable to profitable.  Even after the untimely death 
of her husband, she remains undaunted in her pursuit of equality in the workplace for 
women.  
 
Confidence.  Patient leaders are cool and self-assured — without being cocky and 
conceited.  Malala Yousafzai, a 2014 recipient of the Nobel Peace Prize, exemplified this 
when she was shot, point-blank, by a would-be assassin.  Not only did she not succumb 
to her injuries, she did not succumb to continued threats — instead, the experience 
buoyed her.  Yousafzai has been unstoppable in her quest to secure educational 
freedom and equal rights for women around the world.  With her father, Ziauddin 
Yousafzai, the Malala Fund promotes the right for all women to receive an education and 
be treated equally.  Instead of giving up, and giving in, her experience gave her the 
confidence needed to change the world. Malala knows that fundamental change does 
not happen overnight — but it does happen as long as you have confidence.  
  
Endurance.  Patient leaders don’t give up; they understand that real and lasting change 
goes beyond short-term gains. Patient leaders know what it means to endure and be 
persistent: the University of Tennessee’s women’s basketball coach, the late Pat 
Summitt, understood that surveying and thriving would take time and tenacity.  While 
patience isn’t usually a quality granted to Summitt, in fact she exhibited a key trait — 
endurance.  Early in her career, Summitt washed her teams’ clothes, and drove the van 
that took them to their games. At a time when women’s basketball was in its infancy, she 
persevered because she wanted her team to succeed.  She knew it would take time, but 
she never wavered from her fortitude.  She knew breaking down the barriers of the old 
boys’ club of college basketball would take endurance. Summitt retired with a record 
second to none.   
 
Of course, leaders of both sexes have, and do, exhibit these traits, and not all female 
leaders are patient.  But we can all learn an important lesson by studying these leaders, 
and how they used their fortitude to meet their goals using patience instead of 
impetuousness. 
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Soft Leadership:  
An Innovative Leadership Perspective 
 
                                          — M.S. RAO, HYDERABAD, INDIA — 
Abstract 
A new style of leadership is needed in our interconnected, global, and technocratic world. 
“Soft Leadership” is the answer to this need. This paper explores the characteristics of soft 
leadership — a relationship-oriented style of leadership. It builds on four OB frameworks. It 
describes soft leadership with 11 C’s and illustrates each characteristic with examples. It 
discovers how the soft leaders adopt tools such as influence, persuasion, negotiation, 
motivation, recognition, appreciation, and collaboration for the collective good. It calls upon 
readers to consider how leadership insights acquired from this paper may be applied 
individually and organizationally to make a difference in the lives of others. The 11 C’s that 
collectively constitute soft leadership is a unique concept. This paper provides the location 
of soft leadership in Blake-Mouton Grid and is infused with snippets of dialogue from a 
recent international leadership association webinar, further enriching this concept.  
 
Introduction 
 
I have coined a new concept: soft leadership. I have authored a book on it and led an 
International Leadership Association webinar on this concept due to the interest it has 
been generating globally. During the webinar, the topic generated substantial interest 
among the participants who are experts in the domain of leadership. Dialogue ensued 
giving way to the following, more enriched concept of soft leadership.  
 
What is Soft Leadership? 
 
Soft leadership is leading through soft skills and people skills. It blends soft skills, hard 
skills, and leadership. It emphasizes the significance of precious human resources. It 
helps in managing the emotions, egos, and feelings of the people successfully. It focuses 
on the personality, attitude, and behavior of the people, and calls for making others feel 
more important. It is an integrative, participative, relationship, and behavioral leadership 
model adopting tools such as persuasion, negotiation, recognition, appreciation, 
motivation, and collaboration to accomplish the tasks effectively.  
 
“A small body of determined spirits fired by an unquenchable 
faith in their mission can alter the course of history.” 
 — Mahatma Gandhi 
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Soft leadership is not a type of submissive leadership nor does it constitute a lame duck 
leadership; rather, it is an assertive leadership where soft leaders adopt pleasing and 
polite communication to get the tasks executed. Succinctly, soft leadership can be 
defined as the process of setting goals; influencing people through persuasion; building 
strong teams; negotiating them with a win-win attitude; respecting their failures; 
handholding them; motivating them constantly; aligning their energies and efforts; 
recognizing and appreciating their contribution in accomplishing organizational goals 
and objectives with an emphasis on soft skills. It is based on the right mindset, skill set, 
and toolset. 
 
Soft Leadership – Four OB Frameworks 
 
There are four different OB frameworks or models the organizations typically adopt: 
autocratic, custodial, supportive, and collegial (Cunningham, Eberle, 1990; Davis, 1967).  
The autocratic framework draws mostly out of McGregor’s Theory X while the rest of the 
three frameworks portend from McGregor’s Theory Y.  Although organizations adopt 
these four frameworks, they predominately operate on one main framework as per their 
vision, mission, philosophy, principles, policies, and culture.  In addition, organizations 
consider the type of the industry or the sector they are into, and above all, the type of its 
employees such as skilled, semi-skilled, and unskilled employees.   
 
In an autocratic framework, the superiors behave like autocratic leaders and the 
subordinates are at the mercy of superiors. Employees are hired and fired, and are at the 
whims and fancies of the employers. Employees don’t appreciate this framework and, as 
a result, the performance is the lowest.  In a custodial framework, employees are 
provided with job security, and are cared for by their superiors. Hence, employee 
performance improves in this framework. In a supportive framework, the superiors 
support the subordinates on all spheres. The employees are encouraged and 
empowered to participate in decision-making. They feel that they are part and parcel of 
the organizations resulting in improved organizational bottom lines.  In the fourth 
framework of collegial, there is not much gap between the superiors and the 
subordinates as are all considered partners. Precisely, there is no leadership and 
followership in this framework; all are treated as partners for progress. This framework 
invites amazing responses from all stakeholders, thus enhancing organizational 
excellence and effectiveness. The soft leaders adopt collegial framework as they believe 
in partnership, not in followership. 
 
Soft Leadership and Blake-Mouton Grid 
 
Soft leadership is based on behavioral theory. Here is its explanation from the 
perspective of Blake-Mouton Grid (1964) — a behavioral leadership model: The Blake-
Mouton Managerial Grid1 or Leadership Grid coined by Robert Blake and Jane Mouton 
presents five leadership styles: Country Club Management, Authority-Compliance 
                                                 
1 http://www.mindtools.com/pages/article/newLDR_73.htm accessed on September 9, 2012. 
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Management, Impoverished Management, Middle-of-the-Road Management, and Team 
Management. This Grid theory breaks behavior down into seven key elements which 
include Initiative, Inquiry, Advocacy, Decision-making, Conflict resolution, Resilience, and 
Critique.   
 
X axis represents “concern for production” and Y axis represents “concern for people” 
ranging from 1 (Low) to 9 (High) (see Figure 2). The country club management (1,9) 
reflects yield and comply; the authority-compliance management (9,1) denotes control 
and dominate; the impoverished management style (1,1) reflects evade and elude; the 
middle-of-the-road management (5,5) indicates balance and compromise; and the team 
management (9,9) emphasizes contribute and commit.  Soft leadership falls in the 
quadrant of Team Management. For soft leadership, 9 out of 9 go for “concern for 
people”; and 6 out of 9 go for “concern for production.” We can put it as 6, 9 for soft 
leadership approximately (that is 6 for production and 9 for people) (see Figure 1).  
Therefore, as per Blake-Mouton Grid, soft leadership falls more on “concern for people” 
and less on “concern for production.”   
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Soft Leadership - 11 Characteristics 
 
Character 
Warren Bennis says, “Successful leadership is not about being tough or soft, sensitive or 
assertive, but about a set of attributes. First and foremost is character.” The collapse of 
companies like Enron, Lehman Brothers, and World Com reminds the world about the 
leaders who lack character at their core. People sometimes blame business schools for 
producing such leaders without any ethical and moral values. However, we cannot blame 
business schools for all the ills that happened at the business houses globally. Here the 
problem lies with the leaders who lack strong character resulting in such downfalls.    
 
Character is one of the key components of soft leaders. It is through their strong 
character they lead their people by influencing and guiding them. People look at leaders 
who have an impeccable integrity and who walk the talk. Hence, most companies 
emphasize character during leadership development programs. For instance, companies 
like Hindustan Lever focuses on character wherein an individual puts his company’s 
needs before his own. It has a strong human resource management system and draws 
upon a strong ethical system and principled character among its employees.  
 
As a leader, you are always under the scanner. You need to set a right example through 
impeccable character in order to grow as a leader. People have the tendency to look at 
                                                       Figure 2: Leadership Grid                
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the weaknesses rather than strengths of others. Hence, it is essential to demonstrate 
strong character to lead from the front in order to influence people around you.  
 
Martin Luther King, Jr. said, “The ultimate measure of a man is not where he stands in 
moments of comfort and convenience, but where he stands at times of challenge and 
controversy.” Character is the key thing that differentiates good leaders from others.  In 
fact, good character makes a person a great leader. What counts at the end of the day or 
your life is who you are, not what you have.  
 
Charisma 
 
One of the greatest characteristics of soft leaders is their charisma. Soft leaders make 
other people more important and valuable through their charisma. Charisma helps in 
connecting with others easily as people feel valued and pleased to talk with these 
leaders. Marianne Williamson says, “Charisma is a sparkle in people that money can’t 
buy. It's an invisible energy with visible effects.” The soldiers of Alexander blindly 
followed him because of his charismatic leadership. The soldiers marched toward victory 
during Second World War under the charismatic leadership of Winston Churchill. The 
Americans were influenced with the charismatic leadership of John F. Kennedy who gave 
a clarion call: “Ask not what your country can do for you; ask what you can do for your 
country.”  
  
Warren Bennis and Burt Nanus said, “Charisma is the result of effective leadership, not 
the other way around.” Charisma is something related to extraordinary powers bestowed 
through divine means. It is the rarest of the rare qualities which are usually acquired 
through birth. However, the research reveals that charisma is a skill that can be honed 
by training, experience, and practice. There is an urge in all human beings to be liked by 
others. Charisma paves the way for being liked by others. There are various components 
of charisma such as warmth, smile, grace, body language, voice, and confidence. A 
person is said to be charismatic when there is coincidence in all these components.  
 
In 1947, Max Weber came out with three leadership styles such as bureaucratic, 
traditional, and charismatic leadership. Weber2 defines charismatic authority as: “resting 
on devotion to the exceptional sanctity, heroism or exemplary character of an individual 
person, and of the normative patterns or order revealed or ordained by him.”   
  
Charisma needs substance than style. Have knowledge and content to speak and 
connect with others. Charismatic leaders are known for walking the talk. So is the case 
of soft leaders who have the passion to serve their people.   
 
Conscience 
 
Sophocles said, “There is no witness so terrible and no accuser so powerful as 
conscience which dwells within us.” Conscience is one of the major key components of 
soft leaders as clear conscience makes them stand out from other leaders. People 
                                                 
2 http://books.google.co.in/books/about/Charismatic_Authority.html?id=lDQfQwAACAAJ&redir_esc=y accessed on 
September 9, 2012. 
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expect leaders to be ethical and responsible. They also look up to leaders whose 
conscience cares for them.  Conscience differentiates right from wrong. Leaders must 
have a clear conscience to convince themselves so that they can persuade others. If 
there is a chasm between word and deed conscience reminds the same. Mahatma 
Gandhi was always clear with his conscience. He unveiled the mistakes he made in his 
life in his autobiography. Every person makes mistakes but how many unveil and admit 
the same? In fact, it requires a lot of courage to reveal wrong-doings on their part.  
 
Several leaders resigned because of their conscience. They left their high positions due 
to the call from their conscience. Hence, conscience is powerful. Leaders have to 
convince their conscience first to convince others. Aung San Suu Kyi underwent several 
trials and tribulations from military rulers during the house arrest as her conscience did 
not allow her to leave country. Mahatma Gandhi led the Civil Disobedience movement 
which was a non-violent protest against British. It was an act of conscience.  
 
Dr. Martin Luther King, Jr. aptly said, “Justice is a temporary thing that must at last come 
to an end; but the conscience is eternal and will never die.” Several problems and evils 
in society are the result of people compromising with their conscience. People may cheat 
others, but not their conscience. Conscience is always clear, and it is powerful. People 
have to be accountable to their conscience. People may do several wrong things for their 
survival or their selfish motives. Ultimately, they need to persuade their conscience 
which is always clear. It is a remainder for every human being. Hence, don’t compromise 
with your conscience as compromising with conscience is equal to the death of a person 
morally.  
 
Conviction 
 
Conviction is another key ingredient for soft leadership without which soft leaders cannot 
lead successfully. It is their convictions that take soft leaders forward and make their 
people move forward toward achieving their goals. Walter Lippmann aptly said, “The final 
test of a leader is that he leaves behind him in other men, the conviction and the will to 
carry on.”  There are leaders who died for their people due to their convictions. They 
never compromised and stood like rock despite stiff opposition and challenges and 
threats to their lives. Leaders like Mahatma Gandhi, Martin Luther King Jr., Dalai Lama, 
and Aung San Sui Kyi are the symbols of sacrifices and convictions.   
 
It is hard to imagine leadership without firmly showing one’s convictions. Dr. Martin 
Luther King, Jr. firmly believed in his convictions. He did not appreciate the inequality of 
blacks from whites. He sacrificed his life for the cause of civil rights movement and, 
finally, became a martyr. People followed him because of his convictions. He could lead 
the movement successfully because of his convictions. He finally proved himself as a 
symbol of soft leadership.  
 
Courage 
 
Courage is an integral part of soft leadership. According to Aristotle, courage is the first 
virtue, because it makes all of the other virtues possible. Courage does not mean 
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fighting physically with others. Courage doesn’t mean killing people ruthlessly. Courage 
doesn’t mean being aggressive all times. Mark Twain rightly remarked, “Courage is 
resistance to fear, mastery of fear — not absence of fear.” Courage is about standing by 
your values and morals and principles and policies despite being pressurized by others 
and receiving threats from others. People often believe that courage as a characteristic 
is confined to military personnel alone. That is not true. Courage is essential for 
everyone. Courage is also a major key component for soft leaders because courage 
commands confidence from their followers.  
 
People always want leaders with backbone. David versus Goliath is an amazing example 
where tiny David took on the mighty Goliath successfully. Few leaders proved globally 
that it is not the size but the strength counts. When we take the example of Yugoslavian 
leader, Marshal Tito he broke the back of Soviet empire.  President Ronald Reagan, Pope 
John Paul II, and Prime Minister Margaret Thatcher came together to bring down the 
crumbling walls of the Soviet Union, giving hundreds of millions of people the chance to 
enjoy freedom. The leader like Lee Kuan Yew brought Singapore from nowhere to a 
prosperous country despite being dearth of natural resources.  All these leaders made a 
difference to this world through their courageous leadership. What counts at the end of 
life is neither muscle power nor money power, but will power.    
 
Communication 
 
James Humes said, “The art of communication is the language of leadership.” The 
success of soft leadership depends more on communication than anything else. It is 
through communication leaders express their ideas, ideals, and insights and persuade 
others to follow them.  
 
Leadership is about handling people for accomplishing goals. While handling people 
communication becomes the core component through which leaders connect with 
others.  As leadership styles are different to touch different people with different 
emotions, needs, egos, and feelings, there are different communication styles such as 
aggressive communication, submissive communication, assertive-aggressive 
communication and assertive communication. The leaders need to adopt assertive 
communication style ideally and other styles from time to time to make the leadership 
effective. Because of the key role communication plays while leading others, we can 
assert that communication is the sister of leadership.  
 
Leaders can influence others through communication alone. Nitin Nohria observed, 
“Communication is the real work of leadership.” It is through the magic words leaders 
influence and inspire others to do the impossible things. Soft leaders demonstrate 
assertive communication so as to connect with others and carry forward them toward 
their goals.   
 
Compassion 
 
When we look at soft leaders like Lord Jesus and Buddha, we find them being filled with 
compassion. They changed the face of the world through their compassion. The soft 
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leader like Mother Teresa helped lepers and poor through her selfless service. She made 
an immense difference in the lives of poor and downtrodden in India.  In fact, 
compassion is an integral characteristic of soft leadership. It helps in connecting with 
others easily. People appreciate the leaders who care and touch them.   
 
Compassion means caring for others by ignoring your own interests. Compassion is not 
weakness. Kahlil Gibran says, “Tenderness and kindness are not signs of weakness and 
despair but manifestations of strength and resolution.” Compassion is all about 
genuinely caring for your people. It is handholding them without expecting any returns. 
Compassion commands great inner strength, courage, and power. Compassion is a key 
to ministering to people. Compassion makes a lot of difference in making leaders as soft 
leaders. Soft leadership flows from the fountain of compassion.   
 
The real leaders are the ones who encourage others and who take care of others and 
who empathize and demonstrate compassion with others. Only such leaders have the 
ability to influence and maximize the potential of their people and organizations.  
 
Commitment 
 
Soft leaders have another great characteristic of commitment as it makes them 
command respect among others. It is their firm commitment toward their causes that 
wins acclaim from others.  If you want your life to be successful, you have to be 
committed. For instance, when you love your family, you need to be firm in 
demonstrating your commitment.  Commitment consumes your time, but it builds 
longevity in relations not only in your family life, but also at the workplace. If you, as a 
leader, demonstrate your commitment, people trust you and treat you with utmost 
respect. It is rightly said, people don’t care how big you are.  They only care how 
committed you are. We find several families breaking due to lack of commitment. We 
also find teams getting crashed at the workplace due to dearth of commitment. 
Commitment is the bridge between the word and the deed. A firm commitment toward 
your word and work makes you as a successful leader.   
 
Consistency 
 
Consistency is another important ingredient for soft leadership. Leaders need to 
demonstrate their consistency so as to have profound impact on their people. People 
expect leaders to be predictable, responsible, and credible. Failure to demonstrate 
consistency might lead to credibility crisis.   
 
Benjamin Disraeli observed, “A consistent man believes in destiny, a capricious man in 
chance.” Mahatma Gandhi maintained consistency throughout his life by sticking to non-
violence and peace. Consistency is essential in every area of life. Consistency is 
essential in investing our efforts to achieve significant results. Consistency helps in 
leadership branding and memory recall. When we talk of situational leadership, we recall 
Ken Blanchard; when we talk of servant leadership, we recall Robert Greenleaf; when we 
talk of emotional intelligence, we recall Daniel Goleman; when we speak about self-
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improvement, we remember Dale Carnegie. These leaders have excelled and branded 
themselves in their area of specializations through consistent behavior and leadership.   
 
Consideration 
 
Consideration is one of the major characteristics of soft leaders as soft leaders basically 
care their people. They respect their followers. Consideration includes recognizing the 
good work done by others and appreciating them promptly, liberally, and graciously. This 
is the trait of the leaders with people-orientation rather than task-orientation. The 
transactional leaders are fundamentally task-oriented while transformational and soft 
leaders are people-oriented with a big heart to care and consider others.    
 
Consideration means how much and how far the leaders are sensitive toward their 
people.  It means how much they empathize with them and how far they can go to 
handhold others.  Consideration includes caring and respecting others with an 
empathetic attitude. It deals with stepping into the shoes of others and looking at the 
things from others’ perspective.  It makes people win the confidence of others as it helps 
connect with others quickly.  Confucius rightly remarked, “Consideration for others is the 
basic of a good life, a good society.”  
 
Contribution  
 
Stephan Girard said, “If I thought I was going to die tomorrow, I should nevertheless 
plant a tree today.” We are what we are here today because of amazing contributions 
made by several soft leaders to this mankind regardless of their areas of interest. 
Contribution includes precious time, money, energy, ideas, knowledge, and assistance to 
the society.  Genuine and selfless contribution takes true leadership. People respect the 
leaders who contribute their best to society without hankering for wealth, power, or 
prestige.  
 
Mother Teresa rightly said, “We ourselves feel that what we are doing is just a drop in the 
ocean. But the ocean would be less because of that missing drop.” Contributing to 
others can be in small portions. People often think that the contribution has to be in a 
substantial way. In fact, a small effort is better than no effort. A significant amount of 
small contributions makes up to a large amount of differences for society.  It is rightly 
said, “All the whining and complaining in the world is not going to make a difference to 
the world. It will only drain you of your precious energy from doing things that do make a 
difference.” Hence, contribute your best little by little consistently, and you would be 
amazed at the differences that you make to the society over a period of time.  
 
John C. Maxwell in his book titled Teamwork: What Every Leader Needs to Know says, 
“People who take advantage of others inevitably fail in business and relationships. If you 
desire to succeed, live by these four simple words: add value to others. That philosophy 
will take you far.”   
 
Don’t expect anything in return when you think of adding value to others. Remember 
what goes around comes around in different form. If everybody contributes something 
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for others imagine the kind of the world we would live in, and the kind of the world that 
we would pass on to our next generation.  
 
Apart from the character, charisma, conscience, conviction, courage, communication, 
compassion, commitment, consistency, consideration and contribution, the soft leaders 
must also possess other characteristics such as coordination, cheerfulness, 
comprehension, cooperation and connection to connect with others to become 
successful soft leaders.  
 
Here is the diagram (Figure 3) connecting the 11 C’s that collectively constitute soft 
leadership.   
 
Figure 3 
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Conclusion 
 
The rapid changes in technology have made the world a global village. People with 
diversified backgrounds and communities work under one roof. Their aspirations and 
expectations are growing. Adopting this leadership style meets their aspirations, and also 
addresses several global leadership challenges effectively. The days of hierarchical 
command and control don’t work any longer. These are the days of communication, 
negotiation, facilitation, coordination, collaboration, recognition, and appreciation to get 
the tasks executed successfully. People expect the leaders to be polite, pleasant, 
assertive, and supportive. Employees prefer to work in an egalitarian set up. They 
appreciate leaders with an integrative, participative, collaborative, and relationship-
oriented leadership mindset. They want their leaders to become their counselors and 
coaches to groom them for their all-round success. Hence, companies started to focus 
on the slogan of “employee first and customer second.” Soft leadership emphasizes 
concern for people, i.e., on employees who are the precious human resources. Hence, 
soft leadership is the need of the hour to give a soft touch to people who in turn give real 
touch to customers through dedication and discipline. 
 
Remember that leadership should not be self-centered but should be centered on 
others. Leadership is not a badge of honor, but a job involving responsibility toward 
people. Leaders spend three-fourths of their time with people. Hence, they must care for 
the needs and concerns of the people to establish credibility and influence them, and to 
lead from the front.  Above all, it is the age of partnership, not followership.  
 
We have enough leadership styles such as autocratic, democratic, delegative, 
transactional, transformational, servant, and situational to name a few. It is time to 
adopt this new leadership style. Hence, let us explore and adopt soft leadership style to 
take mankind to greater heights of glory. Let us hand over better society to our next 
generations so that they can be proud of us. Let us become good ancestors. To conclude 
in the words of Woodrow Wilson, “You are not here merely to make a living. You are here 
in order to enable the world to live more amply, with greater vision, with a finer spirit of 
hope and achievement. You are here to enrich the world, and you impoverish yourself if 
you forget the errand.”  
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